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EXECUTIVE SUMMARY

Background

The STARS Human Factors Issues Steering Committee chartered the STARS Human
Factors Process Group in November 1997. The Human Factors Process Group completed
their initial product describing an interim process for resolving STARS human factors
issues on December 8, 1997. The group was reconstituted in mid-January 1998 as the
Human Factors Process Group. This report documents the work of the Human Factors
Process Group on a generalized process to manage human factors and user involvement
issues throughout the acquisition lifecycle. The Reconstituted STARS Human Factors
Steering Committee has reviewed and approved this report with minor revisionsto clarify
responsihilities for the continued development of FAA human factors guideines and
conventions.

The Human Factors Process Group was composed of members selected by the Steering
Committee to represent both their organizations and technical expertise. The Human
Factors Process Group included representatives from: Air Traffic Services (ATS), Office
of Research and Acquisitions (ARA), the National Air Traffic Controller Association
(NATCA), Professional Airways Systems Specialists (PASS), National Association of Air
Traffic Specialists (NAATS), and The MITRE Corporation’s Center for Advanced
Aviation System Development (MITRE/CAASD).

Human Factors Process Group Major Findings

The Human Factors Process Group’ s evaluation of the Acquisition Management System
(AMYS), theIntegrated Product Development System (IPDS), and the execution of these
systems for STARS and other existing acquisition programs revealed a number of
problemsrelated to FAA’s management of human factors. The Human Factors Process
Group summarized these problems in terms of the following six major findings.

1. TheFAA lacks an overall human factors management structure and process to
coordinate human factors resources/programs within the FAA.

2. Thereisalack of adequate human factors analyses and user involvement
during the Mission Anaysis (MA) and Investment Analysis (I1A) phases of the
acquisition lifecycle.

3. Human factors considerations are given little weight in Product Team (PT)/
Integrated Product Team (IPT) decisions during the solution implementation
phase of the acquisition lifecycle.

4. Human factorsissues and user concerns are often not communicated to high-
level decision makers (e.g., managers on the Integrated Product Leadership
Team (IPLT) or Joint Resources Council (JRC)).

5. Thereiscurrently no formal mechanism for union involvement within the
AMS.
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6. Thereisinadequate coordination, planning, and management of resources for
human factorsin the acquisition lifecycle.

It isimportant to note that the problems identified by the Human Factors Process Group
are highly interdependent and often interact to affect acquisition programs

Human Factors Process Group Recommendations

Asthe Human Factors Process Group completed itsreview of the AMS and IPDS, they
identified a number of potential solutions to the problemsidentified at each stage in the
acquisition lifecycle. These potential solutions were then grouped into five major
recommendations designed to solve user involvement, union involvement and human
factors management problems associated with FAA acquisition programs. These
recommendations include:

1. Designate the Office of Chief Scientist for Human Factors as the lead FAA
human factors organization with responsibility and accountability to work in
partnership with and support MA teams, |A teams, and IPTs for human factors
policy development, planning, and execution.

2. Amend AMS poalicy and/or guidanceto clarify roles and responsibilities for
human factors activitiesin all phases of the acquisition lifecycle.

3. Establish Technical Liaison positions within the NATCA, PASS, and NAATS
organizations to provide union involvement at designated pointsin the
acquisition lifecycle.

4. Egablish a mechanism and implementation plan to allocate and manage
resourcing of human factors activities in al phases of the acquisition lifecycle.

5. Establish a mechanism and implementation plan to ensure that the Human
Factors Process Group recommendations are acted upon in atimely manner.

The above recommendations are components of an integrated approach to the resolution
of the six problem areas described in the previous section. It isimportant to underscore
the fact that the recommendations were designed to be implemented as a “package’ to
solve the highly dependent problems identified by the Human Factors Process Group

Next Steps

The next steps in implementing the recommendations include:
Briefing the FAA Administrator, relevant Associate Administrators, and Union
Presidents;
Reaching agreement on recommendations to be implemented,;
Completing detailed implementation planning; and
Executing the implementation plan and enabling management actions.
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INTRODUCTION

Background

The STARS Human Factors Steering Committee chartered the STARS Human Factors Process
Group in November 1997. The STARS Human Factors Process Group was tasked by the
Steering Committee to devel op two products:

A process to be applied specifically to the resolution of human factors issues related to
STARS (due December 15, 1997); and

A more generalized process to manage human factors, union involvement and user
involvement issues throughout all phases of system acquisition programs (due January
26, 1998).

The Human Factors Process Group completed their initial product describing an interim process
for resolving STARS human factorsissues on December 8, 1997. The group was reconstituted in
mid-January 1998 to develop the second product. The new group was designated as the Human
Factors Process Group to clarify its focus on human factorsin the overall acquisition process.

This report documents the work of the Human Factors Process Group on a generalized process to
manage human factors, union involvement and user involvement issues throughout the acquisition
lifecycle. This report finalizes the findings and recommendations presented in a preliminary
executive report delivered to the STARS Human Factors Steering Committee on January 26,
1998.

The Reconstituted STARS Human Factors Steering Committee reviewed this report and made
minor revisions to Recommendations 1 and 2. These revisions were made to clarify the
responsibilities for continued devel opment and regular updating of human factors guidelines and
conventions to be applied in FAA acquisition programs. On March 27, 1998, the Steering
Committee approved this report and concurred with an AAR-100 recommendation to begin
implementation planning for the new human factors management process.

Human Factors Process Group Purpose and Approach

The Human Factors Process Group convened on January 14, 1998, to begin work on a long-term
solution to avoid the occurrence of human factors problemsin future acquisition programs.

The group was composed of members selected by the Steering Committee to represent both their
organizations and technical expertise. The group members and their organizations are presented
in Appendix A. The Human Factors Process Group that devel oped this product included
representatives from:

Air Traffic Service (AAT);
National Air Traffic Controller Association (NATCA);
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Airway Facilities Service (AAF);

Professional Airways Systems Specialists (PASS);

National Association of Air Traffic Specialists (NAATS);

Office of the Chief Scientist for Human Factors (AAR-100);

Office of Air Traffic Systems Development (AUA);

Office of Communication, Navigation, and Surveillance Systems (AND);
Air Traffic Requirements Service (ARS);

William J. Hughes Technical Center (ACT); and

MITRE/CAASD.

The Human Factors Process Group, which met from January 14, 1998, through January 23, 1998,
used a modified consensus decision process (defined in Appendix B) during the development of
its recommendations.

During theinitial Human Factors Process Group meetings in December 1997, the group
concluded that the primary human factors problems associated with the STARS program resulted
from poor execution of existing processes, rather than from major flaws in the acquisition process
itself. Thefirst step to be completed when the Human Factors Process Group convened in
January 1998 was to examine the existing Acquisition Management System (AMS) and Integrated
Product Development System (IPDS) policies to determine whether or not they provided an
adequate framework within which to operate.

After reviewing the AMS and IPDS, the Human Factors Process Group determined that its goal
should be to make the acquisition system more responsive to human factors considerations. This
goal was to be accomplished by:

Examining problems associated with user involvement and the integration of human
factorsin each phase of the acquisition lifecycle as defined by the AMS;

Identifying human factors activities and user involvement required in each phase of the
acquigtion lifecycle;

Determining roles and responsibilities associated with effective management of user
involvement and human factors considerations,

| dentifying the management process and structure required to improve accountability
for execution of required human factors activities,

Examining funding issues associated with user involvement and human factors
integration; and

Defining the role of union involvement in human factors activities and in the
acquisition process.

Acquisition Management System
The findings and recommendations of the Human Factors Process Group are designed to be
applied within the context of the FAA’s AMS and, more specifically, in the acquisition of systems
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and software. The Human Factors Process Group recognized that the recommendations must be
adapted to fit the somewhat unique aspects of facility acquisition programs. The Human Factors
Process Group did not intend to apply its recommendations to the acquisition of services or
support contracts.

The AMSisgraphically represented in Figure 1. It consists of several phases and sub-phases
parsed by decision points.

MISSION NEED DECISIGN |
'

DECISION

VESTMENT ANALYSIS

END
PROGRAM

-
IN-SERVICE MANAGEMEN

Figurel: The AMSMode

Mission Analysis Phase. Thefirst phase of the acquisition lifecycleis Misson Analysis (MA), in
which either mission capability shortfalls or technology opportunities are identified and validated.
Thisisintended to be a continuous, forward-looking activity performed by each Line of Business
(LOBs)* for areas related to its mission. The principal product of the MA phaseis aMission
Need Statement (MNS) that must clearly describe either the capability shortfall and the impact of
not satisfying the shortfall, or the technological opportunity and the increase in operational safety,
security, efficiency, or effectivenessthat it will achieve. The MNS must also assess the criticality

! LOBs are the seven major operational organizationsin the FAA headed by Associate
Adminigtrators. These are: Air Traffic Services (ATS), Research and Acquisition (ARA),
Regulation and Certification (AVR), Civil Aviation Security (ACS), Airports (ARP),
Adminigtration (AAD), and Commercial Space Transportation (AST)
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and timeframe of the need, and roughly estimate the resources the agency should commit to
resolving it based on its worth, criticality, and the scope of likely changes to the agency’ s asset
base.

The MNS is developed by an interdisciplinary MA team, led by the LOB that has identified the
capability shortfall or technology opportunity. The source and rationale of funding of the MA
team is not always clearly specified. Theinitia identification of a capability shortfall or

technol ogy opportunity may evolve out of operational issues or situations (paid for by OPS
funds), out of another acquisition program (paid for by F&E funds) or from research engineering
and devel opment efforts (paid for by R,E&D funds). The decision at the end of the MA phaseis
whether or not there is a significant mission need which warrants investigation. The Joint
Resources Council (JRC) isresponsible for making this decison. For thisdecision, the JRC is
chaired by the LOB leading the MA.

Human factors considerations may apply to the MA phase in three ways. First, specific human
factors capahility shortfalls might be identified for analysis. Second, specific technological
opportunities related to human factors may beidentified for analysis. Third, and most likely, is
that a capability shortfall or technological opportunity poses a change or challengeto the
Agency’'s human asset base that requires human factors analysis to devel op a complete MNS.
The MNS must include human resource and performance considerations. A variety of human
factors analyses, including modding and smulation, are useful in the MA phase.

The basicissue is how an identified mission need might result in a change to the human factors
basdline. For example, if the communication of weather information from ground to air is
identified as a capability shortfall, this need should be examined against the current
communication methods, technologies and workload for potential impacts. Similarly, some
technol ogy opportunities appear to provide significant reductions in human workload, but these
claims must be examined for their logic, empirical validity, and implications for the Agency’s
human asset base. The human factors activities undertaken in the MA phase will provide
important information to be considered during the comparison of alternatives in the Investment
Analysis phase. Many engineers and operational personne are unaware of the extent to which
useful modeling and smulation of changesin the human factors baseline can be conducted in the
MA phase.

Investment Analysis Phase. The second phase of the acquisition lifecycle is Investment Analysis
(IA) in which aternative solutions are identified and compared for value and risk in meeting the
need documented in aMNS. To accomplish this, top-level performance and supportability
requirements must be specified. Market analys's, alternatives analysis and affordability analysis
must be conducted to determine the best solution. The decision at the conclusion of the |A phase
isthe Investment Decision which generally initiates a program with funding and a schedule (called
the Acquisition Program Baseline-APB).

In addition to the APB, the |A phase produces the Requirements Document (RD) and the
Investment Analysis Report. The APB iscritical because it elaborates on the program schedule
and funding plan. If adequate funds or time for necessary activities (such as human factors

March 31, 1998 Human Factors Process Group Final Report 4



activities) are not planned in the APB, it is very difficult to add them later. ThelA phaseand IA
team are jointly led by the sponsoring LOB and the acquisition organization. The funding for the
analysesin the |A phase (including the human factors activities) is not aways clear. It isoften a
combination of OPS, F&E and R,E&D funds. The JRC, chaired by the Acquisition Executive,
makes the investment decision while the Acquisition Executive and Associate Administrator of the
sponsoring LOB must approve the proposed APB.

Human factors activities should play a critical rolein the IA phase (including human performance
modeling and simulation). A benefit of identifying a commercial or non-developmental alternative
to meet amission need is the potential for reduced cost and time requirements. It cannot be
assumed, however, that COTS/NDI solutions have had adequate human factors consideration.
Human factors analyses of these potential solutions can help determine the frequently hidden costs
and schedule issues that arise in applying a commercia or non-developmental solution in the FAA
environment and human asset base. Human factors activities can help to distinguish and
differentiate between proposed alternatives, particularly on operability and supportability factors.
Human resource costs represent the largest cost in most systems lifecycles. Human factors
activities can provide the necessary information to accurately compare alternative solutions. By
the conclusion of the A phase, detailed considerations of human-system interfaces and human
performance requirements characteristics and criteria must be developed and included in the RD.

Solution Implementation Phase. The third phase of the AMS is Solution Implementation (SI)
in which the program acquires the system or software solution and ensuresthat it will meet the
user requirements, be operationally suitable, and be compatible with other operational systems.
The decision at the end of the Sl phase is the In-Service Decision, which allows deployment
activities to begin.

The SI phaseisled by the Integrated Product Team (IPT) or Product Team (PT) that is assigned
to implement the solution by the JRC at the end of the IA phase. Funding for the activitiesin the
Sl phaseis mostly F&E and is determined in the APB. The PT primarily reports to the JRC
through the IPDS structure; however, individual members of the PT will report back to their
functional organization regarding their special areas of expertise and issues (e.g., contracting,
legal, etc.).

There are many human factors activities that should be conducted during the SI phase to support
the In-Service Decision. These activities include modeing and smulation of components and the
full system. Some of these human factors activities can be performed without human subjects,
while many require the human to be “in-the-loop” to make assessments. Human factors activities
will be necessary to determine the changesin tasks, information, knowledge, skills, and other
abilitiesrequired of the humans who will operate and maintain new systems or software. This has
the potential to drastically reduce late changes in systems prior to deployment. This has major
implications for procedures, training and selection activities.

In-Service Management Phase. The fourth and final phaseis In-Service Management during
which the system is operated, maintained (and often upgraded) and the recurring decision is made
whether to extend the life of the system (Service Life Extension) or dispose of the system. During
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this period latent defects are removed, improvements are made, performance is monitored, and in-
service investment decisions are made to correct newly identified capability shortfalls. In addition,
technol ogy opportunities to enhance fielded capabilities and reduce costs are sought. Itis
intended that this phase will alow for evolutionary product development and rapid insertion of
new technology rather than the more traditional wholesale replacement of fielded products.

This phase is a partnership between the LOB that operates and maintains the system and the PT
responsible for that system. OPS s the source of funding for most activities in this phase;
however, some pre-planned improvements and component upgrades may use F& E funds. When
projected that the system may no longer be able to meet service demand or another solution offers
potential for improving safety, cost savings, or effectiveness, the LOB or IPT should initiate a
new MA and |A so that a new investment decision can be made by the JRC. The decision may be
to upgrade the old system, replace the old system or field a new solution.

Human factors must continue to play akey role during the In-Service Management phase. Itisa
falacy to believe that all human factors issues can be identified prior to deployment. Although the
goal isto identify human factorsissues as soon as possible, there are typically human factors
issues that are only identified after the syssem isin use. Therefore, there must be plans and
resources for addressing product improvement during deployment, training, and while the system
isin-service. Unfortunately, experience has shown that more often human factors issues are
handled through additiona training and field “work arounds’ that become permanent fixes
because of inadequate plansto correct the original issues. The PT responsibility for the
operability and supportahility of its products during the In-Service Management phase includes
the capability to assist the operational LOB in solving human factors problems with the product.
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Integrated Product Development System

The IPDS isamethod of organizing people and resources to support systems or software
throughout their lifecycle. Asillustrated in Figure 2, the IPDS is based on teams collaborating
and cooperating with other teams. Thelowest level team isa PT that isresponsible for a product
(asystem or set of systems) throughout its lifecycle. TheIPT isoneleve higher in the IPDS
structure. IPTsusualy contain several PTswith related products. The Integrated Management
Team (IMT),the next level in the IPDS structure, is responsible for integrating severa IPTsin a
large mission area (e.g., the three existing IMTs are: Communications, Navigation and
Survelllance; Air Traffic Systems; and Information Technology). The highest-level team in the
IPDS system is the Integrated Product Leadership Team (IPLT), which overseesthe IMTs and
has membership by all of the mgjor functional organizations that supply personnd and expertise to
the PTsand IPTs. TheIPLT membership includes key Office and Service level Directorsin each
of the Lines of Business as well as representation from the Assistant Administrators and the Chief
Counsd.

JRC

Integrated
Product
Leadership

| Team

Integrated
Management
Team
[ ] [ ]

Integrated
Product
Team

FeRe e &%8ESE -

Figure2: ThePDS Model
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Definition of Terms

Before presenting the findings and recommendations, it isimportant to clarify the distinctions
among three terms. human factors, user involvement, and union involvement as defined and used
by the Human Factors Process Group.

Human factorsis defined as a multidisciplinary effort to generate and compile information about
human capabilities and limitations and apply that information to: equipment, systems, software,
facilities, procedures, jobs, environments, training, staffing, and personne management.

User involvement is defined as individual s acting as subject matter experts to provide information
for human factors activities. Theseindividuals are expected to be representative of the actual
system users (i.e, air traffic controllers, system specialists, supervisors, pilots, etc.). Usually the
participation of several individuals would be necessary to provide valid statistical representation
of the user community and to accommodate the range of individual differencesin the user
community.

Union involvement is defined as an individual or individuals whose input reflects the
“organizational position” of the collective bargaining unit.

The distinction between user and union involvement isimportant because user involvement is
necessary to conduct scientific human factors activities. Union involvement is necessary to assist
in identifying issues related to user acceptance of new systems or software which may interact
with or impact human factors issues identified through human factors activities.
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HUMAN FACTORSPROCESS GROUPM AJOR FINDINGS

The Human Factors Process Group’s evaluation of the AMS, the IPDS, and the execution of
these systems for STARS and other existing acquisition programs revealed a number of problems
related to FAA’s management of human factors. The Human Factors Process Group
summarized these problems in terms of the following six major findings.

1. TheFAA lacks an overall human factors management structure and process to
coordinate human factors resources/programs within the FAA.

2. Thereisalack of adequate human factors analyses and user involvement during the
MA and IA phases of the acquisition lifecycle.

3. Human factors considerations are given little weight in Product Team (PT)/ Integrated
Product Team (IPT) decisions during the SI phase of the acquisition lifecycle.

4. Human factorsissues and user concerns are often not communicated to high-level
decision makers (e.g., managerson the IPLT or JRC).

5. Thereiscurrently no forma mechanism for union involvement within the AMS.

6. Thereisinadequate coordination, planning, and management of resources for human
factorsin the acquisition lifecycle.

It isimportant to note that the problems identified by the Human Factors Process Group are
highly interdependent and often interact to affect acquisition programs. For example, the lack of
adequate human factors analyses during the MA and | A phases of the acquisgition lifecycleislikely
to increase the chances that an IPT has inadequate budget or schedule to conduct required human
factors analyses during the Sl phase, which is further exacerbated by the lack of sufficient
numbers of qualified human factors personnd within the FAA. The interdependencies between
the FAA’s human factors and user involvement problems dictate an integrated approach to their
resolution. The Human Factors Process Group’s Sx major findings are described briefly in the
paragraphs below.

Finding 1: The FAA lacks an overall human factor s management structure
and process to coor dinate human factor s resour ces/programs within the FAA.

One of the most significant conclusions of the Human Factors Process Group is that the FAA
lacks the comprehensive human factors management structure and process needed to coordinate
FAA’s human factors resources and apply them effectively and efficiently across the acquisition
lifecycle. Whilethe FAA has digointed pockets of human factors expertise and resources within
the Associate Administrator for Research and Acquisition (ARA), Associate Administrator for Air
Traffic Services (ATS), and Associate Administrator for Regulation and Certification (AVR), no
organization is responsible or accountable for the overall coordination of these resources. There
are several contributing factors and/or consequences related to this finding:
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Within the AMS, the responsibilities for human factors activities and quality assurance
of human factors products are not clearly specified across al phases of the acquisition

lifecycle.

Thelack of coordination and role ambiguity has resulted in an under utilization of
those human factors resources, tools and information that are currently available.

Thelack of a clearly articulated management structure combined with ambiguity in
human factors roles and respongbilities results in insufficient accountability for (and
lack of authority to solve) the human factors problemsidentified in this and other
Human Factors Process Group findings.

Finding 2. Thereisalack of adequate human factors analyses and user
involvement during the MA and | A phases of the acquisition lifecycle.

Many of the human factors problems associated with current acquisition programsin the Sl phase
can be traced to inadequate identification and management of human factors issuesin the MA and
|A phases of the acquisition lifecycle. The Human Factors Process Group's evaluation indicates
that minimal human factors analysis or structured involvement of operational users occursin the
MA and IA phases of the acquisition lifecycle. There are a number of factors contributing to this
problem:

The AMS policy document is slent regarding human factorsin the MA phase and
guidance documents do not clearly identify roles and responsibilities for human factors
in the A phase.

Insufficient funding is provided to conduct appropriate human factors analyses should
an organization recognize the need or take theinitiative to conduct such work.

The pressure on the FAA to accel erate modernization of the National Airspace System
(NAYS) contributes to a general resistance to take the time necessary to conduct human
factors analyses, even if the funds were available.

Thereisageneral sensethat requirementsidentified in the MA and 1A phases of the
acquisition lifecycle are at too high alevel to address human factorsissues. Yet,
waiting until the SI phase to consider human factors creates a situation in which the
resolution of human factorsissuesis viewed as too costly in terms of impacts on the
acquisition program basdline cost and schedule.

Many of the personnd involved in these early phases of the acquisition lifecycle lack
an awareness of the need to conduct human factors analyses and/or are unaware of the
capability and benefits of using human factors prototyping, smulation, and modeling in
the early phases of the requirements definition process.

Thereisamistaken belief that the FAA’s focus on Commercial Off the Shelf/ Non-
Developmental I1tem (COTS/NDI) solutions reduces or €iminates the need to consider
human factors issues during the devel opment of Mission Need Statements (MNS) or
the investment analysi's process.
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Finding 3: Human factors considerations are given little weight in Product
Team (PT)/ Integrated Product Team (IPT) decisions during the Sl phase of
the acquisition lifecycle.

The process team concluded that the execution of appropriate human factors activitiesin the S
phase of the acquisition lifecycle is often severely hampered by the failure in earlier acquisition
phases to identify and/or plan for the management of human factors in an acquisition program.
Typically, the Acquisition Program Basdline (APB) provided to the IPT does not include cost and
schedule components that accommodate necessary human factors prototyping, modeling,
simulation, or operability assessments. There are a number of additional factorsthat lead to a
discounting of the importance of human factors activities and/or human factorsissuesin the
tradeoff decisions made at the PT/IPT level during the Sl phase:

The limited availability of internal FAA human factors expertise/personne in the
PTYIPTs negatively affects consideration of human factors issues because most PT
members lack appropriate awareness of their importance and internal resources are not
available to provide expert assistance.

The emphasis on maintaining the program schedule and resource constraints (resulting
in funding below the original APB) reduces incentives for IPTs to conduct adequate
human factors analyses needed to identify critical issues.

Qualified human factors experts are seldom members of the PT/IPT core teams that
make most program decisions, nor are there human factors experts present at the IMT
or IPLT levelsin the IPDS.

Human factors experts may be unable to communicate the potential risks/
conseguences of inadequate attention to human factors in terms that can be
appreciated by the PT members for inclusion in their tradeoff decisions. This often
results from the lack of human factors data needed to trand ate these risks into
guantitative cost/ schedule/ performance impacts on the program.

The dday in identification of critical human factors issues makesit too late to solve
these issues without major cost or schedule impacts — often major human factor
problems are not identified until Operational Test and Evaluation (OT&E) activities,
which typically occur near the end of the S| phase.

Finding 4: Human factorsissues and user concerns ar e often not
communicated to high-level decison makers (e.g., managerson thelPLT or
JRC).

The Human Factors Process Group’ s evaluation indicated that human factors issues and user
concerns are often not communicated to high-level decision makers until they have become major
problems. Often, an earlier awareness of potential human factors/ user acceptance problems
would have allowed senior decision makersto take actions that would ultimately cost less, have
fewer schedule impacts, or result in a system with superior performance/ capabilities. The lack of
communication on human factorsissuesis not limited to system-specific problems. Thereisaso a
lack of visihility for human factorsissues that cut across acquisition programs, or that affect
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human factors programs outside the acquisition arena or that concern system integration and
interoperability. There are a number of factors that contribute to the lack of communication of
human factors issues and user concerns;

While the FAA Acquisition Executive receives monthly reports on metrics related to
program performance, there are no status indicators included that provide insight into
the adequacy of human factors integration into the programs.

The existing decision making process in the PTS/IPTs, combined with the factors
noted in Finding 3, effectively filter out human factors issues from information
provided to higher levels within the IPDS.

The multiple layers of management through which information flowsin ATS and ARA
act asafilter for user concerns. This reflects FAA cultural barriersrelated to a
reluctance to pass bad news up the management chain and the bias to regard human
factorsissues as minor.

Thelack of data to document human factors concerns also inhibits the reporting of
potential issues.

Thereisno high-level human factors expert in the role of decison maker in the
existing AMS management groups (i.e. IPLT or JRC).

Finding 5: Thereiscurrently no formal mechanism for union involvement
within the AMS.

The Human Factors Process Group thoroughly considered the issue of union involvement. While
there were instances cited in which unions were adequately involved in isolated projects, these
occasions were the exception rather than therule. Furthermore, union inclusion in these projects
was dependent on the personalities and experiences of the individualsinvolved in the project. The
lack of aformal mechanism for union involvement in the AMS has clearly resulted in minimal
union involvement throughout the acquisition lifecycle. Furthermore, the failure to distinguish
between union involvement and user involvement can lead to confusion regarding the information
provided by individual union members serving as subject matter experts in human factors
evaluations. The Human Factors Process Group considers the issues associated with union
involvement as one of the most serious problemsidentified in their evaluation. Thisfinding is
associated with a number of problems that directly or indirectly affect the success of FAA
acquisition programs:

The lack of union involvement typically resultsin alack of accurate or timely
communication between the unions and the FAA on essential human performance
issues. Thislack of communication leads to FAA and/or union actions based on
partial and sometimes distorted information.

Thelack of accurate and timely communication is one factor undermining trust that
creates a Situation in which it can be difficult to obtain objective user involvement
necessary for human factors studies. Thislack of trust can impede the success of
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human factors professionals who need to work closely with operational usersin both
the design and execution of human factors evaluations.

The lack of aformal mechanism to routinely obtain the “union’s position” on issues
throughout the acquisition lifecycle can result in confusion when the opinions of
individual union members serving as subject matter experts are interpreted by FAA
personnd as representing “official” union positions on issues related to system design
or system acceptability

The combination of the above factors negatively influences user acceptance of systems, which
may ultimately affect programs’ cost and schedule.

Finding 6: Thereisinadequate coor dination, planning, and management of
resour ces for human factorsin the acquisition lifecycle.

Thefina finding of the Human Factors Process Group is related to the resourcing of human
factors efforts affecting al phases of the acquisition lifecycle. FAA’s human factors efforts have
severe resource problems related to both funding and internal personnel. Without solutionsto
these resource problems, attempts to solve other problems cited in thefirst five findings will be
largely ineffective. The specific problems associated with thisfinding are listed below:

There are no Facilities and Equipment (F&E) funds allocated to human factors efforts
in the acquisition phases prior to the JRC investment decision. Thelack of F&E
funding isamajor constraint limiting validated human factors input needed to support
investment analyses that would result in adequate human factors considerationsin the
APBs provided to | PTs.

The approval mechanisms that are used to establish priorities for funding Research,
Engineering and Devel opment (R,E& D) human factors projects differ from those
related to the mission analysis and investment analysis processes. These distinct
prioritization mechanisms result in human factors research programs that do not
complement or support the needs of acquisition programs or provide essential human
factors data useful in the MA or 1A phases of the acquisition lifecycle.

The pressure on the Operations (OPS) budget and continued fiscal congtraints at the
facility level restrict opportunities for operational user involvement because of the
costs associated with travel and backfill overtime.

There are alimited number of qualified human factors personnel within the FAA. This
problem is exacerbated by the lack of an effective human factors management
structure that would maximize the utilization of the available talent. The limited
number of internal personne with human factors qualifications also limits the FAA's
ability to provide adequate technical direction to contractor resources working on
human factors issues.

Thereisapervasive lack of understanding of the procedural and operational
consderations related to obtaining user involvement from the fidd. Thislack of
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understanding, combined with insufficient advanced planning and schedule changes,
impedes access to operational users for human factors activities. Sudden changesin
schedules for human factors activities involving field users may also result in wasting
time and money.
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HUMAN FACTORS PROCESS GROUP RECOMMENDATIONS

Asthe Human Factors Process Group completed its review of the AMS and IPDS, they identified
anumber of potential solutions to the problemsidentified at each stage in the acquisition lifecycle.
These potential solutions were then grouped into five major recommendations designed to solve
the user involvement and human factors management problems. The recommendations are:

1. Designate the Office of Chief Scientist for Human Factors as the lead FAA human
factors organization with responsibility and accountability to work in partnership with
and support MA teams, 1A teams, and IPTs for human factors policy development,
planning, and execution.

2. Amend AMS policy and/or guidance to clarify roles and responsbilities for human
factors activitiesin all phases of the acquisition lifecycle.

3. Establish Technical Liaison positions within the NATCA, PASS, and NAATS
organizations to provide union involvement at designated pointsin the acquisition

lifecycle.

4. Establish mechanismsto allocate and manage resourcing of human factors activitiesin
all phases of the acquisition lifecycle.

5. Establish a mechanism and implementation plan to ensure that the Human Factors
Process Group recommendations are acted upon in atimely manner.

The above recommendations, taken together, comprise an integrated approach to the resolution of
the six problem areas described in the previous section. It isimportant to underscore the fact that
the recommendations were designed to be implemented as a “package’ to solve the highly
interdependent problems identified by the Human Factors Process Group. Partial implementation
of this set of recommendations will likely result in failure to improve the existing human factors
and user involvement problems. The five general recommendations are described briefly in the
paragraphs below.

Recommendation 1: Designate the Office of Chief Scientist for Human Factors
asthelead FAA human factor s organization with responsibility and
accountability to work in partnership with and support MA teams, | A teams,
and IPTsfor human factor s policy development, planning, and execution.

Objective:

The primary objective of the recommendation to designate the Office of the Chief Scientist for
Human Factors as the lead human factors organization within the FAA isto establish a clear point
of responsbility and accountability for the application of human factorsrelated to FAA

acquisition programs. The establishment of this lead human factors organization is essential to the
implementation of the remainder of the Human Factors Process Group’ s recommendations.
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Problems Addressed:

The principal problems addressed by this recommendation are those related to the lack of
accountability and lack of clarity in roles and responsibilities associated with policy development,
planning and execution of human factors activities throughout the acquisition lifecycle.
Designating the Office of Chief Scientist for Human Factors as the lead FAA human factors
organization is expected to directly affect the resolution of problems associated with:

Finding 1. Thelack of an overall human factors management structure and process to
coordinate human factors resources/programs within the FAA.

Finding 2: Thelack of adequate human factors analyses and user involvement during
the MA and |A phases of the acquisition lifecycle.

Finding 3: Human factors considerations are given littleweight in PT/ IPT decisons
during the SI phase of the acquisition lifecycle.

Finding 4: Human factorsissues and user concerns are often not communicated to
high-level decision makers (e.g., managerson the IPLT or JRC).

Key Components of Recommendation:

There are several components related to the Human Factors Process Group’ s recommendation to
designate the Office of Chief Scientist for Human Factors as the lead FAA human factors
organization. The unifying themeisthat this organization is accountable for providing leadership
within the human factorsarea.  To be successful, this organization must work in partnership with
other organizations while it supports development of human factors policy and guidance, human
factors planning, and implementation of human factors solutions. Successful resolution of the
problems identified by the Human Factors Process Group cannot be achieved if the Office of
Chief Scientist for Human Factors provides only human factors oversight. The human factors
leadership role includes the responsibility to inform senior FAA management when human factors
issues are not being adequately addressed in acquisition programs or in other areas that may result
in risks to safety or effective and efficient system performance. In accordance with its human
factors leadership role, the Office of Chief Scientist for Human Factors will:

Provide qualified human factors personnel to serve as core team members for
IPTS/PTs. These memberswill function as fully empowered team members within the
IPDS framework with their direct functional reporting back to the Office of Chief
Scientist. Asthe functional organization with responsibility for these IPT/PT team
members, the Office of Chief Scientist isresponsble for establishing qualifications
standards, training, and leading the assessment of the technical performance of these
human factors professionals.

Continue the development and regularly update human factors guidelines and
conventions to be applied in FAA acquisition programs.

Ensure that human factors considerations are addressed throughout the acquisition
lifecycle. Thisresponsbility encompasses: 1) the requirement to provide support in
early acquisition phases to misson analyss and investment analysis teams, and 2) the
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reguirement to perform quality assurance functions related to assessing the adequacy
of the integration of human factors considerations in the products devel oped
throughout the various phases of the AMS (e.g. MNS, Investment Analysis Report,
Final Requirements Document, etc.). It isthe responsbility of this office to identify
deficienciesin the FAA’ s integration of human factors activities throughout the
acquisition lifecycle and initiate corrective actions required to resolve these problems.

Serve asamember of theIMTsand IPLT. Asamember of these IPDS management
teams, representatives from the Office of Chief Scientist will focus on cross-cutting
human factors issues outside the boundaries of the PT</IPTs but will also work with
other functional organization managers to resolve human factors deficiencies that are
not or cannot be addressed adequately within the PTYIPTSs.

Deveop indices and mechanisms that track human factors to ensure that senior
managers within ARA, ATS, and members of the JRC are fully informed on critical
human factorsissues. Theseissues may relate to specific acquisition programs or
overall management of human factors issues within the FAA.

I mplementation | ssues:

The Human Factors Process Group recognizes that the Office of Chief Scientist currently is not
adequately resourced to assume the responsibilities associated with this recommendation. One of
the most critical implementation activities associated with the recommendations contained in this
report is identifying the resource requirements and detailed plan for the Office of Chief Scientist
for Human Factors to assume these new responsibilities. Recommendation 4 addresses resource
iSsues.

Recommendation 2. Amend AM S policy and/or guidanceto clarify roles and

responsibilities for human factors activitiesin all phases of the acquisition
lifecycle.

Objective:

The Human Factors Process Group’ s evaluation of the AMS policy and guidance documents
indicates the need to make relatively minor changes to the AMS palicy itself. The primary
objective of this recommendation is to make changes in the AMS poalicy/guidance documents to
clarify the activities and related roles and responsibilities for performing human factors activities
throughout the acquisition lifecycle.

Problems Addressed:

The Human Factors Process Group’ s second recommendation is designed specifically to address
problems related to:

Finding 2: Thelack of adequate human factors analyses and user involvement during
the MA and |A phases of the acquisition lifecycle.

Finding 3: Human factors considerations are given littleweight in PT/ IPT decisons
during the SI phase of the acquisition lifecycle.
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In addition, components of this recommendation will support improvement in the communication
of human factors issues among relevant organizations, including communication to high-level
FAA decison makers (Finding 4).

Key Components of Recommendation:

A subgroup of human factors experts from the Human Factors Process Group developed a
detailed product that outlines the activities associated with an effective human factors program
supporting the acquisition process. This section outlines the four broad categories of human
factors functions covered by the Human Factors Process Group’ s recommendations and identifies
key components of the group’s recommendation. Appendix D presents a more detailed
explanation of the required human factors activities. Figure 3 details a human factors roles and
responsibilities matrix.

Therange of activitiesthat are required in an effective FAA human factors process can be
grouped into four broad functions:

Manage the human factors program,;

Establish human factors requirements;

Conduct human factors system integration; and
Conduct human factors test and eval uation.
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Figure 3 Human Factor JUser Involvement Roles and Responsibilities M atrix

Action

| Roles/ Responsibilities

Activities Supporting All Phases of the Acqwsm on Lifecycle

Develop human factors policy and
infrastructure including the development and
updating of human factors guidelines and
conventions

Office of Chief Scientist for Human Factors
devel ops the human factors policy

FAA LOBs review and comment on policy
Office of Chief Scientist for Human Factors
identifies human factorsinfrastructure
reguirements (e.g. laboratories, equipment,
guideines, competency model) and develops
recommended solutions

JRC approves funding priorities

Coordinate and integrate the R E& D, F&E, and
OPS funded FAA human factors activitiesd
projects

Office of Chief Scientist for Human Factors
devel ops recommendations for coordinated
FAA program and identifies potential
duplication and/or disconnects in existing or
proposed projects

JRC approves funding priorities

Plan for budget to support user involvement in
human factors activities throughout the
acquisition lifecycle

Office of Chief Scientist for Human Factors
will coordinate and aid LOBs and IPTsin
developing annual projections

LOBsand IPTswill provideinformation
required to support planning

Present human factors issues that cannot be
resolved at the PT/IPT, MA, or |A team levels
or that exceed the empowerment boundaries of
these teams

Office of the Chief Scientist for Human
Factorsisresponsible for ensuring that
theseissues areraised at the IMT, IPLT, or
JRC levd as appropriate.

Develop and present the semi-annual status
report on human factorsin the FAA

The Chief Scientist for Human Factors will
prepare and ddliver this status report

JRC will schedule briefing

JRC and Union representatives will provide
feedback and comment

Activities Supporting the MA Phase of the AchIStI on Lifecycle

Establish MA Teams

The sponsoring LOB establishes and leads
the MA team

MA team lead natifies the Union Technica
Liaisons and Office of Chief Scientist for
Human Factors that an MA team has been
established

Designate Human Factors Coordinator (HFC)
to support MA Team

Office of Chief Scientist for Human Factors
designates the HFC in consultation with the
MA team lead

| dentify opportunities for human factors
analyses and appropriate human factors data to
be consdered in MA

HFC responsibleto lead this action
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Figure 3 Human Factor User Involvement Roles and Responsibilities M atrix

Action

Roles/ Responsibilities

Conduct human factors analyses to support MA

HFC leads planning and provides technical
direction or assistance with analyses
Human Factors Working Group (HFWG)
established by HFC may conduct actual
analyses using resources such as smulation
laboratories at the William J. Hughes
Technical Center

I dentify requirements for usersto serve as
subject matter expertsin human factors
analyses

HFC identifies the requirements for avalid,
representative sample in conjunction with
MA team lead and Union Technical
Liaison(s)

Develop and submit official requests for user
involvement in MA human factors analysis

MA team lead prepares request with
support from HFC

Process requests for user involvement

The appropriate LOB organizations (e.g.,
ATX and AFZ) process requestsin
accordance with terms of collective
bargaining agreements

Develop human factors input for MNS

HFC in conjunction with HFWG and other
members of the MA team draft human
factors input

Develop union perspective section for MNS

Technical Liaisons from affected unions
write this section of the MNS

Prepare final MNS and appropriate briefings
and submit to JRC

MA Team prepares and submitsall
necessary documents

MA team lead natifies the HFC and Union
Technical Liaisons when JRC meeting on
MNS is scheduled

Respond to JRC questions on MNS human
factorsissues

HFC from MA Team provides response
with support from other team members

Respond to JRC questions on union perspective

in MNS

Appropriate Union Technical Liaison
provides response to questions on issues
raised by hig’her union

Activities Supporting the | A Phase of the Acqui

Establish Investment Analysis (I1A) Teams

sition Lifecycle

Office of System Architecture and
Investment Analysis (ASD) establishes |A
team

IA team lead notifies Union Technica
Liaisons and Office of Chief Scientist for
Human Factors that team has been
established
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Figure 3 Human Factor User Involvement Roles and Responsibilities M atrix

Action

Roles/ Responsibilities

Establish team to devel op the Requirements
Document

The LOB sponsoring the MNS for which
thelA is conducted establishes a
requirements team

The leader of the requirements effort
notifies Union Technical Liaisons and Chief
Scientist for Human Factors that the
reguirements team has been established

Designate Human Factors Coordinator (s)
(HFC) to support IA Team and Requirements
Team

Office of Chief Scientist for Human Factors
designatesan HFC (9) in consultation with
IA and requirements team leads

| dentify opportunities for human factors
analyses and appropriate human factors data to
be consdered in 1A and requirements

devel opment process

HFC(s) responsible to lead this action

Conduct human factors analysesto support |A
and requirements devel opment

HFC leads planning and provides technical
direction or assistance with analyses
Human Factors Working Group (HFWG)
established by HFC may conduct actual
analyses using resources such as smulation
laboratories at the William J. Hughes
Technical Center

I dentify requirements for usersto serve as
subject matter expertsin human factors
analyses for 1A and requirements development

HFC identifies the requirements for avalid,
representative sample in conjunction with
team leads and Union Technical Liaison(s)

Develop and submit official requests for user
involvement in IA and requirements human
factors analysis

IA team lead prepares and submits A
request(s) with support from HFC
Requirements team | prepares and submits
Requirements devel opment request(s) with
support from the HFC

Process requests for user involvement

The appropriate LOB organizations (e.g.,
ATX and AFZ) process requestsin
accordance with terms of collective
bargaining agreements

Develop human factors input for the Investment
Analysis Report, the Acquisition Program
Basdine (APB), and Requirements Document
(RD)

HFC prepares human factorsinput in
conjunction with HFWG and other
members of the IA and requirements teams

Devel op union perspective section for
Investment Analysis Report, APB, and RD

Technical Liaisons from affected unions
write the union perspective sections for
these three documents

Prepare final Investment Analysis Report, APB,
and RD with appropriate briefings and submit
to JRC

The A and reguirements teams prepare and
submit all necessary documents

ThelA team lead naotifies the HFC and
Union Technical Liaisons when the JRC
investment decision meeting is scheduled
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Figure 3 Human Factor User Involvement Roles and Responsibilities M atrix

Action

Roles/ Responsibilities

Respond to JRC questions on Investment
Analysis Report, APB, or RD human factors
issues

HFC from A or Reguirements Team
provides response with support from other
team members

Respond to JRC questions on union perspective
in Investment Analysis Report, APB, or RD

Appropriate Union Technical Liaison
provides response to questions on issues
raised by higher union

Activities Supporting the S| Phase of the Acquisition Lifecycle

Assign acquisition program to I PT after
investment decision

JRC makes assignment

Notify Union Technical Liaisons and Office of
Chief Scientist for Human Factors of new
acquisition program

Appropriate IPT/PT lead provides the
notifications to these representatives. The
tentative schedule for preparation of the
Acquisition Strategy Paper (ASP) and
Integrated Program Plan (1PP) will be
provided to the Union Technical Liaisons

Assign human factors expert to support |PT/PT

Office of Chief Scientist for Human

Factors, in consultation with the IPT leader,
will assign or approve (if AAR-100
resources are not available) a human factors
expert to the |IPT/PT

| dentify opportunities for human factors
analyses and appropriate human factors data to
be considered during the SI phase

Human Factors expert on IPT/PT is
responsible to lead this action

Conduct human factors analyses to support the
acquisition program including operability
assessments leading to formal test and
evaluation activities

Human Factors expert on the IPT/PT
provides technical direction or assistance
with analyses

Actual analyses may be conducted by
internal FAA resources or through
contractor support to the |PT/PT

I dentify requirements for usersto serve as
subject matter expertsin human factors
analyses throughout the Sl phaseincluding
operability assessments

Human Factors expert on the IPT/PT will
work in conjunction with other IPT/PT
team membersto identify the requirements
for avalid, representative sasmple

Develop and submit official requests for user
involvement in human factors analyses
supporting the acquisition program

The IPT/PT team lead will prepare and
submit request(s) with support from the
human factors expert on the team

Process requests for user involvement

The appropriate LOB organizations (e.g.,
ATX and AFZ) process requestsin
accordance with terms of collective
bargaining agreements

Develop human factors input for the IPT/PT
products including the ASP, 1PP, Screening

Information Requests, Statements of Work,

Contract Documents, €tc.

Human Factors expert on the PT/IPT will
prepare the human factorsinput in
conjunction with other members of the team
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Figure 3 Human Factor User Involvement Roles and Responsibilities M atrix

Action Roles/ Responsibilities
Develop union perspective section for ASPand | - Technical Liaisons from affected unions
IPP write the union perspective sections for
these three documents
Prepare final ASP and | PP with appropriate - ThePT/IPT prepares and submits all
briefings and submit to JRC necessary documents

The PT/IPT lead notifies the Union
Technical Liaisons when the JRC meeting
to discuss the ASP/I PP is scheduled

Respond to JRC questions on ASP and | PP - IPT/PT will provide response with

human factors issues ass stance from human factors expert on the
team

Respond to JRC questions on union perspective | - Appropriate Union Technical Liaison

in ASPand IPP provides response to questions on issues
raised by higher union

Develop human factors/ human performance - Human factors expert will work with the

data collection plans for test and evaluation appropriate IPT/PT members to develop

activities these plans

As shown in Figure 4, these human factors functions must be integrated within the acquisition
process. It should be emphasized that these human factors functions typically are carried out in
collaboration with subject matter experts from other technical disciplines.

The Human Factors Process Group’ s recommendation related to clarification of human factors
roles and responsibilitiesin the AMS includes the actions listed below.

Change the AMS policy document for the mission analysis phase to include evaluation
of human factorsissues as part of the mission analysis activities.

Amend the AM S guidance documents to reflect specific human factors activities
recommended for each phase of the acquisition lifecycle to include greater use of
techniques such as prototyping, modeding, and smulation with user involvement (e.g.,
utilizing laboratories available at the William J. Hughes Technical Center) and
conducting operability assessments throughout the Sl phase. Operability assessments
using operational personne with partially functional prototypes will build in scope and
complexity throughout the SI phase and culminate in more sophisticated measurement
of human performance during Operational Test and Evaluation (OT&E). This strategy
is expected to result in early identification of many human factors issues that are
currently surfaced during OT&E. The details of the activitiesto be included in these
guidance documents are provided in Appendix D.
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FIGURE 4: HUMAN FACTORSIN THE FAA LIFECYCLE ACQUISITION MANAGEMENT PROCESS
(COTS, NDI & Developmental Programs)

PHASE MISSION IN-SERVICE MANAGEMENT
ANALYSIS INVESTMENT ANALYSIS SOLUTION IMPLEMENTATION (INCLUDING SERVICE LIFE
ACTION
EXTENSION)
MANAGE THE - Identify Human Performance - Designate Human Factors - Refine the Human Factors Program | - Refine the Human Factors Program
ISR SACTORS Deficiencies Coordinator - Prepare the Human Factors Portion - Revise the Human Factors Portion
PROGRAM - Identify Opportunities to Improve - Establish Human Factors Working of the IPP of IPP
Human Performance Group
- Initiate Human Factors Goals and - Develop the Human Factors
Objectives Program
- Draft Human Factors
Considerations for Input to the IPP
ESTABLISH - Establish Human Factors - Revise Human Factors - Update Human Factors

HUMAN FACTORS
REQUIREMENTS

- Identify Human Factors and Human

Resource Constraints

Requirementsin Acquisition
Documents

- Formulate Draft Human Factors
Requirements for a System
Specification

- Generate Initial Human Factors
Requirements for a SOW

Requirements in the System
Specification

- Refine Human Factors

Requirements in the SOW

- Specify Human Factors

Requirements for Source Selection

Requirements for System
Modifications and Upgrades

CONDUCT HUMAN
FACTORSSYSTEM
INTEGRATION

- Identify Potential Human Factors

Analyses and Trade-offs

- Provide Human Factors Inputs to
Acquisition Documents

- Initiate Human Factors Tasks and
Activities

- Coordinate Human Factors Tasks
and Activitieswith ILS

- Revise Human Factors Inputsto

Acquisition Documents

- Continue Human Factors Tasks and

Activities

- Coordinate Results of Human

Factorsand ILS Analyses

- Monitor Results of Human Factors

and ILS Activities

CONDUCT HUMAN
FACTORSTEST AND
EVALUATION

- Draft/Revise Human Factors Inputs
for T&E Plans

- Conduct Front-end Analysis

- Revise Human Factors Inputsto

T&E Plans

- Participatein Developmental and

Operational Testing

- Monitor Human Factors Test and

Evaluation Activities

- Conduct Post-Depl oyment

Assessments




Amend AMS guidance to designate organizationa responshilities for initiating,
reviewing, participating in, and communicating the results of various human
factors activities throughout the acquisition lifecycle. Therolesand
responsibilities matrix in Figure 3 represents the Human Factors Process
Group’s recommendations for assignment of these roles and responsibilities.

Amend AMS document templates and instructions as appropriate to
incorporate additional human factors information (e.g. human factors
considerationsin the MNS) and other Human Factors Process Group
recommendations (e.g., add union perspective section to appropriate
templates).

Expand the AMS palicy document to explicitly incorporate the role of human
factors R,E&D efforts. This recommendation will be focused on the role of
these effortsin the MA and | A phases of the acquisition lifecycle.

I mplementation I ssues:

While the required changes to the AM S poalicy/guidance documents can be made relatively
quickly and with minimum expenditure of resources, the successful implementation of the
activities added to the AM S policy/guidance documents is dependent on implementation
of the changes to the resourcing of human factors described in Recommendation 4.

Recommendation 3: Establish Technical Liaison positionswithin the
NATCA, PASS, and NAATS organizationsto provide union involvement
at designated pointsin the acquisition lifecycle.

Objective:

The ultimate objective of the Human Factors Process Group’s recommendation related to
union involvement at designated pointsin the acquisition lifecycleisto increase the
likelihood of user acceptance of the systems acquired through the AMS. The Human
Factors Process Group recognizes that its recommendation related to formal union
involvement in the acquisition process will be viewed as a mgjor policy change for the
FAA.

The establishment of a formal mechanism to ensure union involvement throughout the
acquisition lifecycle is an action that complements and reinforces the Human Factors
Process Group’ sfirst two recommendations related to the integration and management of
human factorsin the acquisition lifecycle. To be successful in identifying and resolving
human factors issues, human factors professionals must work closaly and collaboratively
with operational users. This collaboration includes obtaining information on general user
concerns related to a system as well as collecting data from subject matter expertsin
human factors activities focused on specific operability issues. There are often arange of
potential solutions available for human factors problems. Clear understanding of user
concernswill assist the FAA in assessing the likelihood of successes or risks associated
with each aternative.
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Problems Addr essed:

The Human Factors Process Group’ s recommendation to formally include affected unions
at designated pointsin the acquisition lifecycle is designed to specifically address problems
associated with two major findings:

Finding 4: Human factors issues and user concerns are often not
communicated to high-level decision makers (e.g., managerson the IPLT or
JRC).

Finding 5: Thereis currently no formal mechanism for union involvement
within the AMS.

In addressing the above findings, the recommendation will also outline aformal role for
the unionsin the identification and communication of user concerns related to human
factorsin FAA acquisition programs.

The Human Factors Process Group recognizes that the STARS Human Factors Steering
Committee Support Group has considerable interest in how this recommendation affects
the likelihood of union bargaining related to Impact and Implementation (1&1) issues late
in the acquigtion lifecycle. One of the principal problemsleading to union bargaining
related to implementing new technology programsis that affected unions believe their
concerns have not been adequately addressed throughout the acquisition lifecycle. The
Human Factors Process Group’ s recommendation provides a method for these concerns
to be voiced and responsibly considered/addressed by FAA management. The report
section on benefits and risks further addresses these issues.

Key Components of Recommendation:
The Human Factors Process Group recommendation in this area identifies:

A framework for structuring union involvement in the FAA’s acquisition
lifecycle;

The role to be performed by the union’s Technical Liaisons; and

The pointsin the acquisition lifecycle when the Technical Liaisons should be
involved.

The details on how this recommendation will be implemented within each of the unions
must be addressed as part of the implementation planning referenced in Recommendation
5. The major e ements of the Human Factors Process Group’ s recommendation on user
involvement are outlined bel ow.

The mechanism for union involvement within the FAA’s acquisition lifecycle
should be structured using the principles outlined in the Federal Labor
Relations Authority (FLRA) Guidance Memorandum on “pre-decisional
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involvement” (7/15/97). This memorandum is provided as Appendix C. The
memorandum outlines a process for involving unions in federal agency
activitiesthat do not infringe upon management’ s exclusive rights or the
unions' rights for bargaining as specified in the Federal Service Labor-
Management Relations Statute (Section 7106). Union involvement will occur
prior to FAA management making decisons. The process outlined in the
FLRA Guidance Memorandum provides a mechanism by which the unions can
directly provide input in the acquisition lifecycle without the risk of violating
the statute.

The Human Factors Process Group spent considerable time discussing therole
of the Technical Liaisons. The group identified a number of basic functions/
respons bilities associated with these positions. More detailed roles and
responsibilities associated with the Technical Liaison positions must be defined
during implementation planning. The specificsof how these positions will be
implemented may vary by union. However, the basic functions/responsibilities
should remain the same.

The primary intent in establishing the Technical Liaison positionsisto provide
aclearly specified point of contact within each union for acquisition-related
issues. Itisenvisoned that the Technical Liaison positionswill be afull time
role, to ensure cons stent involvement by an informed union representative as
acquisition activities progress through the MA, |A, and early Sl phases of the
acquigtion lifecycle. The Technical Liaisonswill have a“big picture’
acquisition perspective as compared to the program-specific view required by
union members now functioning as product representatives on many FAA
acquisition programs. The newly formed Technical Liaisonswill provide
expertise to FAA acquisition teams through the development of the Acquisition
Strategy Paper (ASP) and Integrated Program Plan (IPP).

The Technical Liaison will attend FAA meetings related to acquisition
programsin the MA, IA, and early Sl phases of the acquisition lifecycle, assst
in identifying additional user expertise required for human factors activitiesin
early phases of the acquisition lifecycle, serve as the primary conduit for
communicating user concerns in meetings (including relevant JRC sessions),
and prepare/coordinate union review and input for the acquisition products
specified bel ow.

The Human Factors Process Group identified specific phases and productsin
the acquisition lifecycle that should include involvement by the unions
Technical Liaisons. The AMS policy/ guidance should be amended to include
involvement of these Technical Liaisons beginning with the devel opment of the
Operations Concept in the MA phases through the devel opment of the IPPin
the S phase. Aspart of the forma mechanism of union involvement, the
Human Factors Process Group recommends that the templates for the MNS,

March 31, 1998 Human Factors Process Group Final Report 27



|A Report, Final Requirements Document, APB, ASP, and IPP al be amended
toinclude a*Union Perspective” section. This section will be completed by
the Technical Liaisons from the affected collective bargaining units and provide
adirect meansfor unionsto voice their concernsto the JRC and other FAA
management officials reviewing these AMS products.

In concert with the recommendation to provide a forma mechanism for
documenting the union perspective in redevant acquisition products, the Human
Factors Process Group recommends that the Technical Liaisons attend relevant
JRC mestings at which they can participate in briefings, answer questions, and
provide input to clarify their positions on key issues. The unions' rolein these
meetings isinformational in nature and does not include participation in the
actual JRC decision process.

I mplementation I ssues:

Just as the Office of the Chief Scientist is not currently resourced to support
Recommendation 1, PASSis not currently structured to support this recommendation on
improved union involvement. In fact, throughout the STARS human factors effort, PASS
has experienced difficulty in supporting the activities through the current practice of
obtaining personnd from field facilities. Therefore, a requirement for successful
implementation of the Human Factors Process Group recommendation for establishing
formal union involvement in the AMS isthe formation of a Technical Liaison team that
will alleviate problems associated with obtaining systems specialists from fied facilities to
provide the ongoing support needed for improved user involvement from this union.

The implementation of this recommendation will require the development of formal
agreements between the FAA and the affected unions. The FAA’s Office of the Chief
Council (AGC) and Office of Human Resource Management (AHR) must participate in an
expeditious effort to implement these formal agreements.

Recommendation 4: Establish mechanismsto allocate and manage
resour cing of human factors and user involvement activitiesin all phases
of the acquisition lifecycle.

Objective:

The primary objective of this recommendation isto ensure that adequate resources are
made available to execute an effective human factors program that includes sufficient user
involvement and analyses to reduce the occurrence of major human factors problemsin
FAA acquisition programs. Without resolution of resourcing impedementsto FAA’s
human factors activities, it will be impossible to successfully implement the Human Factors
Process Group’s other recommendations.

The Human Factors Process Group recognizes the constrained fiscal environment in which
the FAA currently exists, but believes that the investments in greater user involvement and
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better integration of human factorsin acquisition programs will ultimately reduce costs.
With regard to human factors and user involvement, we are dealing with a “pay me now or
pay me later” situation in which the later costs also carry significant program schedule
impacts. The Human Factors Process Group’ s recommendations related to resourcing of
human factors activities include specific recommendations for addressing both funding and
personnel resource congtraints.

Problems Addr essed:

Implementation of the Human Factors Process Group’s recommendations related to
increased resourcing of human factors activities in the acquisition lifecycle will directly
address specific problems associated with four of the group’s maor findings:

Finding 1: Thelack of an overall human factors management structure and
process to coordinate human factors resources/programs within the FAA.

Finding 2: Thelack of adequate human factors analyses and user involvement
during the MA and |A phases of the acquisition lifecycle.

Finding 3: Human factors considerations are given littleweight in PT/ IPT
decisons during the Sl phase of the acquisition lifecycle.

Finding 6: Thereisinadequate coordination, planning, and management of
resources for human factorsin the acquisition lifecycle.

Key Components of Recommendation:

The Human Factors Process Group’s recommendations for more effective resourcing for
human factors and user involvement in acquisition programs include establishment of new
sources of funding, coordination of funding prioritization across programs funded through
different appropriations, and more efficient use of resources allocated to human factors
and user involvement. Key dementsin this recommendation include:

Establishing funding for human factors activities in the MA and |1A phases of
the acquigition lifecycle. It isanticipated that the level of funding required in
these phasesisrdatively small (from an F& E perspective), but essential to
support increased human factors analyses needed to ensure that critical issues
or human factors constraints are identified prior to SI. These activities will
directly support development of an APB that includes realistic resource and
schedule considerations for required human factors activities.

Improving coordination of human factors R,E&D projects to ensure that they
complement F& E and OPS human factors activities to the maximum extent
possible. The details of the process by which thisimproved coordination will
take place must be devel oped by the Office of Chief Scientist for Human
Factors when it assumes the role of lead FAA human factors organization.
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Ensuring that APBs include adequate resources for human factors activities
throughout the Sl phase, including test and evaluation activities. APB budgets
should include aline item for human factors activities. This portion of the
recommendation is dependent upon the availability of better human factors
data within the A phase. Assuming such data becomes available, it isthe
responsibility of the Office of Chief Scientist for Human Factors to
advise/assist the JRC in its evaluation of adequacy of resources for human
factors activitiesincluded in new APBs.

Establishing mechanisms to fund adequate user involvement by operational
personne from field facilities. Theissue of funding the costs of increased user
involvement has several components. Decisions must be made regarding
responsibilities for improved planning that will allow more accurate budgeting
for these costs, and a consistent policy related to responsibility for payment of
facility overtime costs associated with user involvement in human factors
evaluations must be established.

Providing education on the appropriate mechanisms and considerations for
obtaining user involvement isardatively easy but essential action that is
required to ensure that fiscal resources are not wasted and that personnel
resources are used efficiently. Once awareness of these considerations has
been clearly communicated to the necessary parties, they must be held
accountable for exercising reasonable discipline in following the appropriate
procedures.

The final component of the recommendations related to resourcing is the
establishment or allocation of the appropriate number of human factors
positions to support improved human factors activities throughout the
acquisition lifecycle. Once the number of additional human factors positions
has been determined and approved, all of the human factors positions
associated with support to acquisition activities must be reviewed to ensure
they are funded appropriately.

I mplementation I ssues:

Implementing several components of this recommendation will require action by the
highest levels of management within the FAA and support or action within Congress. The
budgets approved for FY 1998 and submitted for FY 1999 do not include the resources
required to support human factors activitiesrequired in the MA and A phases of the
acquisition lifecycle. The Human Factors Process Group, recommends that the Office of
Chief Scientist for Human Factors, devel op an estimate of the resources required by this
recommendation. Therefore, implementation of the Human Factors Process Group’s
recommendationsin thisareawill require action by the JRC to reprogram funds. Such
action is subject to approval by Congress. The Human Factors Process Group believes
that these implementation issues must be highlighted in the transmittal of FAA’sfina
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report to Congressman Wolf and/or during any final briefing provided to Congressman
Wolf on the prevention of human factors problemsin future FAA acquisition programs.

Recommendation 5: Establish a mechanism and implementation plan to
ensur e that the Human Factors Process Group recommendations are
acted upon in a timely manner.

Objective:

The Human Factors Process Group recognizes that the lack of accountability and role
clarity affecting the management of human factors activities cited as a problem in the
acquisition system is also likely to affect the implementation of the recommendations
developed by this group. Previous efforts to address many of the same human factors
problems have been unsuccessful because implementation of the recommendations faltered
or was not planned with sufficient detail and accountability. Therefore, the final
recommendation devel oped by the Human Factors Process Group is designed to mitigate
therisk of this group’ s recommendations meeting the fate of previous groups’ efforts.

Problems Addr essed:

Thefina Human Factors Process Group recommendation is designed primarily to address
the lack of accountability in the human factors area that is associated with:

Finding 1: Thelack of an overall human factors management structure and
process to coordinate human factors resources/programs within the FAA.

The implementation planning associated with this recommendation will, however,
ultimately impact the adegquacy with which we address the majority of the problems
identified by the Human Factors Process Group.

Key Components of Recommendation:

The Human Factors Process Group’ s final recommendation is focused on follow-on
actions required to refine, implement, and monitor progress on the implementation of
Recommendations 1-4. The recommendation has two major components as outlined
bel ow.

Assuming that the FAA Administrator approves the recommendations
contained in this report, the STARS Human Factors Steering Committee
Support Group or the Reconstituted STARS Human Factors Steering
Committee must provide the Administrator with an executable, implementation
plan within 60 days of the Administrator’s approval of the recommendations.
This plan must contain specific milestones with clear accountability for
implementing the Human Factors Process Group recommendations, with
particular attention to implementation of the recommendations for
establishment of the Chief Scientist for Human Factors as the lead FAA human
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factors organization and the establishment of the formal mechanism for union
involvement in the AMS.

The lead FAA human factors organization must establish a mechanism for
semi-annual reporting to the FAA Acquisition Executive and JRC on the status
of human factorsin FAA acquisitions. Thisreporting will occur in an
interactive setting in which the unions have the opportunity to participate. The
first of these reporting sessions must occur prior to the end of Fiscal Year
1998.

I mplementation I ssues:

If the Human Factors Process Group’ s recommendations are approved, the Steering
Committee or Steering Committee Support Group must act quickly to establish
responsihilities for detailed implementation planning. If possible, some portion of the
existing Human Factors Process Group should be included in the implementation planning
effort to ensure continuity of the underlying rational e associated with the
recommendations.
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BENEFITSAND RISKS ASSOCIATED WITH RECOMMENDATIONS

There are a number of potential benefits and risks associated with the Human Factors
Process Group’ s recommendations. The following sections provide a brief discussion of
these potential benefits and risks.

Benefits

The overall, direct benefit of implementing the Human Factors Process Group's
recommendations will be a significant increase in the likelihood that the FAA fieds
acceptable systems with a minimum of human factors problems, while remaining within the
cost and schedule basdlines established for the acquisition program. Ultimately, thiswill
allow the FAA to provide more effective and efficient servicesto its external customers
including the flying public. More directly, realization of this benefit will result in a
stuation in which the constituencies of all representatives participating in the Human
Factors Process Group are winners:

The users will receive systems that meet their needs with a minimum of
training, operations, and maintenance problems.

The management of FAA’s operational lines of business will receive the
capabilities they require to meet their customer’s needs in amore timely and
less painful fashion.

The IPTs and other organizational &ements responsible for implementation of
the AMS will have more highly satisfied customers and be in a better position
to meet the FAA’s goals to reduce acquisition lifecycle time and costs.

The human factors community will have the opportunity to make significant
contributions throughout the acquisition lifecycle, beginning in the earliest
stages of mission analysis and research and devel opment.

Figure 5 provides a matrix of specific benefits that will result from implementation of the
Human Factors Process Group’s recommendations linked to the constituencies most
affected by each benefit.

Risks

The Human Factors Process Group recognizes the implementation of their
recommendations also poses a number of potential risks. In general, theseriskswill be
shared by all FAA organizations. Theitemslisted below are the potential risks associated
with the recommendations proposed by the Human Factors Process Group.

Successful implementation of the recommendations will be difficult dueto
organizational resistance to changes, perceived loss of control over program
activities, resource requirements associated with building the appropriate
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infrastructure, lack of trust among organizations affected, and management
issues associated with implementation .

Thereisapotential for negative impact on program cost and schedule basdlines
if the recommendations are not implemented effectively.

Sufficient resources to effectively implement the recommendations may not be
made available, or at least not available in the near future.

The process |eading to the investment decision may take longer with increased
time requirementsin the early phases. However, acquisition decisions should
be better.*

* Adapted from Guidance Memorandum, Subject: Pre-Decisional Involvement: A Team Based
Approach Utilizing Interest-Based Problem Solving Principals, July 15, 1997, Office of the Chief
Counsd, Federal Labor Relations Authority.
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Figure5: Benefits of Human Factors Process Group Recommendations

BENEFIT

CONSTITUENTSDIRECTLY ACCRUING BENEFIT

UsersUnions

FAA LOB
M anagement

Acquisition
Community

Human
Factors
Community

Positively impacts the safety and efficiency of controller operationsasa
result of more effective human factors contributions to achievement of
more seamless interfaces across ATC system domains and components
within a domain.

v

v

Decreasestime required to successfully field systems, reduces acquisition
costs, and improves operational effectiveness due to early identification
and resolution of problems related to human factors and user acceptability.

Increases the coordinated and consistent application of human factors
policy, approaches, toals, techniques, data, and metrics across research and
system application domains and throughout all phases of the acquisition

lifecycle.

Improves the effective and efficient use of human factors resources across
the agency thereby contributing to savingsin time and money.

Increases accountability for FAA human factors quality assurance through
designation of alead FAA human factors organization and clarification of
human factors roles and responsibilitiesin AMS.

Reduces the probability that human factors issues will be significant
collective bargaining issues.
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Figure5: Benefits of Human Factors Process Group Recommendations

CONSTITUENTSDIRECTLY ACCRUING BENEFIT

BENEFIT Users/Unions | FAALOB Acquisition Human
Management | Community Factors
Community
Further aligns FAA’s AMS to President’ s partnership concept v v v

expressed in Executive Order 12871, October 1993 and the
National Performance Review Objectives.

Increases the quality of acquisition decisions, because the v v v
employees who perform the work of the FAA and will usethe
systems and software acquired will have input into the decision-
making process. Through this process, they explore and evaluate
system and software solutions that might otherwise have gone
unnoticed”

Increases the ownership stake in the full implementation of v v v
acquisition decisions that are supported by employees who are
responsible for performing work using acquired systems and
software.

Increases the level of support for acquisition decisions because v v v
they are better understood, both asto their origin and their intent,
by those who are charged with implementing the acquisition
decisions*

" Adapted from Guidance Memorandum, Subject Pre-Decisional Involvement: A Team Based Approach Utilizing Interest-Based Problem
Solving Principals, July 15, 1997, Office of the Chief Counsel, Federal Labor Relations Authority.




Figure5: Benefits of Human Factors Process Group Recommendations

CONSTITUENTSDIRECTLY ACCRUING BENEFIT

BENEFIT Users/Unions | FAALOB Acquisition Human
Management | Community Factors
Community
Increases the chance for timely implementation of new systems v v
and software because the risk of deployment and implementation
delay caused by attempts to impede or delay implementation of
perceived poor acquisition decisionsis greatly reduced
v v

Facilitates any subsequent collective bargaining on system or
software acquisition. During collective bargaining about system
or software acquisition issues under the Federal Service Labor-
Management Relations Statute after the pre-decisional
involvement process, it is highly likely that the parties have
narrowed the issues, better understand the other’ s interests and
preferred option, and have built more trust in their dealings with
each other around acquisition issues.'

" Adapted from Guidance Memorandum, Subject Pre-Decisional Involvement: A Team Based Approach Utilizing Interest-Based Problem
Solving Principals, July 15, 1997, Office of the Chief Counsel, Federal Labor Relations Authority.




Additional personnd and administrative costs may be incurred to support union
involvement in the pre-decision process. Although the total lifecycle costs are
likely to decrease in the long-term due to earlier problem identification and
faster implementation.*

Even with success in implementing the recommendations, collective bargaining
under the Federal Service Labor-Management Relations Statute will be
necessary. *

While the potential risks identified above may be viewed as significant, the Human Factors
Process Group believes that they are far outweighed by the potential benefits associated
with the group’s recommendations. These risks were also considered to be relatively low
compared to the potential risks associated with maintaining the status quo on user
involvement and human factors.

* Adapted from Guidance Memorandum, Subject: Pre-Decisional Involvement: A Team Based

Approach Utilizing Interest-Based Problem Solving Principals, July 15, 1997, Office of the Chief
Counsd, Federal Labor Relations Authority.
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CONCLUSIONSAND NEXT STEPS

Impact on AMSand IPDS

The recommendations devel oped by the Human Factors Process Group require only minor
changes in the overall AMS palicy and the IPDS structure through which the AMS is
implemented for major FAA acquisition programs. While the impacts on AMS and IPDS
policies themsdlves are ratively minor, the group’ s recommendations have significant
implications for the manner in which these policies are implemented within the FAA.
These major policy issues are summarized in the next section.

FAA Policy Issues

The recommendations from the Human Factors Process Group have significant policy
implicationsin three aress:

Formal union involvement in early phases of the acquisition lifecycle;
FAA’s structure and process for management of human factors, and

FAA funding for human factors.

Union Involvement. Theissue of formal union involvement in the early phases of the
acquisition lifecycle was thoroughly discussed by the Human Factors Process Group.
While there was clear agreement concerning need for more user involvement throughout
the acquisition lifecycle, the establishment of a formal mechanism for providing union
input in the MA and |A stages of the acquisition lifecycle was viewed as a major changein
FAA palicy.

The conclusion reached by the Human Factors Process Group was that the unions
perspectives regarding the acceptability of new systems will ultimately affect most major
acquisition programs. The question at hand is whether the FAA is better served by
establishing aformal mechanism for voicing this perspective early in the acquisition
lifecycle or by waiting for this perspective to be “discovered” through the involvement of
individual union members as subject matter expertsin acquisition activities such as test
and evaluation or through other channels such as the unions voicing complaints or
concernsto the DOT IG or Congress. The Human Factors Process Group believes that
“smart management” dictates a change in palicy that ensures union concerns are formally
provided directly to FAA management as early as possible in the acquisition lifecycle.
This changein policy is consistent with sound acquisition practices related to the early
involvement of al major stakeholders affected by acquisition programs as well asthe
FLRA policies on pre-decisiona involvement of federal unionsin agency decision making.

FAA Human Factors Management Structure. Approval of the recommendation to
increase the resources and responsihilities of the Office of Chief Scientist for Human
Factors to better assume the lead role for management of human factorsin both R,E&D
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and acquisition areas also reflects a significant policy decison. Theintent of the Human
Factors Process Group’ s recommendation is to give this office both greater control and
greater accountability for planning, executing, and monitoring the FAA’s overall human
factors program. Centralizing thisleve of control and resources raises issues concerning
the appropriate reporting structure and procedures for the newly enhanced human factors
organization and will raise questions regarding the degree to which other organizations
have autonomy in devel oping expertise and programs related to human factors. The
Human Factors Process Group did not directly address the reporting structure and
procedures for the Office of Chief Scientist for Human Factors, however, the group
clearly agreed that the Chief Scientist must be positioned to voice human factors concerns
at the Associate Administrator or Administrator level without the risk of these concerns
being filtered through additional layers of management. Theissue of appropriate reporting
structure should be examined more thoroughly as part of implementation planning.

With regard to the issue of the autonomy of other organizations to acquire or develop
their own human factors capabilities, the Human Factors Process Group’ s general position
isfairly clear: the Office of Chief Scientist for Human Factorsisthe FAA lead in the
human factors area. If this organization isto be held accountable for improving the state
of human factorsin the FAA, it must have the authority to set human factors policy,
participate in FAA acquisition, and establish appropriate qualification standards for human
factors personnel. This position does not preclude other FAA organizations from
obtaining human factors contract support or hiring in-house human factors experts.
Should the Office of the Chief Scientist for Human Factors not be able to provide these
resources. However, the human factors expertise utilized in these organizations will be
approved by the Office of the Chief Scientist for Human Factors and will represent
resources used to work collaboratively with the Office of Chief Scientist for Human
Factors.

In asimilar vein, the resources of the Office of Chief Scientist for Human Factors devoted
to the acquisition area are expected to support usersin other lines of business engaged in
mission and investment analysis aswell asthe IPTs. While the human factors experts
provided by the Office of Chief Scientists have essential contributions to make on these
teams, these individuals provide support to assist in the accomplishment of larger missions
such as development of a MNS or implementation of a new system.

Human Factors Funding. Implementation of the recommendations of the Human
Factors Process group may require increased funding in the human factors area. Of equal
and perhaps greater importance from a policy perspective, the group’ s recommendations
suggest a change in the source of this funding and changesin the manner by which the
expenditure of existing human factors funding is prioritized. The Human Factors Process
Group believes that establishment of funding to support human factors activitiesin the
MA and |A phases of the acquisition lifecycleis essential to ensuring that adequate work
isperformed. Sincethe MA and IA activities occur prior to establishment of a new
acquigition program thiswill require a funding line that is not program-specific. This
action represents a sgnificant change from existing policy regarding appropriate means of
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funding human factors analyses and will require JRC action. Thiswill require the support
of the FAA Administrator and the Presidents of the unions, in discussions with
Congressman Wolf and the Sub-Committee on Transportation of the House
Appropriations Committee to ensure that these non-program-specific funds survive the
budget process.

In addition to the establishment of the new source of funding, the Human Factors Process
Group’ s recommendations involve changing the current policy related to prioritization of
existing human factors R,E&D funds. The separation between the processes for
prioritization of R,E&D funding and the prioritization of F& E funds does not provide
sufficient controls to ensure that R,E& D investments complement F& E investments.
Given the scarcity of FAA human factors resources and the magnitude of existing human
factors challenges, thislack of efficient coordination of funds cannot be tolerated. One of
thefirst challenges for the Office of Chief Scientist for Human Factors asthe lead FAA
human factors organization is to provide recommendations on policy/process changes
required to ensure that the human factors R,E&D program is aligned with overall agency
priorities, including acceleration of NAS modernization.

Enabling Management Actions

The Human Factors Process Group’s recommendations call for a number of fairly
sgnificant changes within both the FAA and itsunions. These changes are likely to be
met with resistance and will only be implemented with significant support from the highest
levelsin the affected organizations. The ability of the affected parties to overcome the
lack of trust that prevails among FAA organizations and between the FAA and the
affected unions represents a major barrier that must be overcome if the Human Factors
Process Group’ s recommendations are to succeed. There are a number of specific actions
that the leaders of the affected organizations can take to support implementation of the
recommendations related to improving human factors and user involvement in FAA
acquisition programs:

The highest levels of management in each organization (i.e. the FAA
Adminigtrator and NATCA, NAATS, and PASS presidents) must clearly
express their support for the recommended changes.

The highest levels of management in each organization must hold members of
their respective organizations accountable for implementing the changesin a
timely manner.

The FAA Administrator must ensure that AGC and AHR are part of an
expeditious effort to plan and implement key components of the
recommendations related to union involvement in the acquisition process.

The leadership of both the FAA and its unions must approach the new union
involvement process with reasonabl e expectations. They must also ensure that
the individual s representing each organization in this process are sensitive to
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and committed to overcoming the existing cultural barriersthat are
impediments to successful implementation of such a process.

Leadersin al of the affected organizations must build on progress made by the
STARS Human Factors Steering Committee Support Group in establishing
some level of trust among their respective organizations, and they must
demonstrate patience and tolerance of mistakes that will inevitably occur as
organizations attempt to implement the recommendations.

The members of the STARS Human Factors Steering Committee Support
Group and their respective organizations must work in a united manner to
approach external organizations such as Congress or OMB to acquire or justify
additional resources or changes in policy (such as establishment of non-
program-specific funds) required to implement the recommendations contained
in thisreport.

Next Steps

The completion of thisreport represents the final task of the Human Factors Process
Group. Subsequent actions are primarily the responsbility of the STARS Human Factors
Steering Support Group. The next logical stepsinvolved in moving forward to solve the
user involvement and human factors problems outlined in this report are listed below.

The FAA Administrator, appropriate FAA Associate Administrators, and the
Presidents of NATCA, NAATS, and PASS must be briefed on the
recommendations.

The FAA Administrator must decide whether the Steering Committee's
recommendations will be pursued.

The approved recommendations should be provided to Congressman Wolf to
answer his question on how the FAA will avoid future human factors problems
such as those that prompted the unions and the DOT |G to request a hearing
with his office.

Implementation planning and reporting mechanisms for monitoring
improvementsin user involvement and integration of human factorsinto FAA
acquisition programs should proceed in accordance with the Human Factors
Process Group’ s fifth recommendation.
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ACRONYM LIST

AAD
AAF
AAR-100
AAT
ACS
ACT
AMS
AND
APB
ARA
ARP
ARS.
ASP
AST
ATS
AUA
AVR
CAASD
CHI
COTS/NDI
F&E
FLRA
1A

&l

IMT
IPDS
IPLT
IPP

IPT
JRC
LOB
MA
MNS
NAS
NAATS
NATCA
OPS
OT&E
PASS
PT
RE&D
Sl

Associate Adminigtrator for Administration

Airway Facilities Service

Office of the Chief Scientist for Human Factors

Air Traffic Service

Associate Administrator for Civil Aviation Security
William J. Hughes Technical Center

Acquisition Management System

Office of Communication Navigation and Surveillance Systems
Acquisition Program Basdine-APB

Associate Administrator for Research and Acquisition
Associate Administrator for Airports

Air Traffic Requirements Service

Acquisition Strategy Paper

Associate Administrator for Commercial Space Transportation
Associate Adminigtrator for Air Traffic Services
Office of Air Traffic Systems Devel opment
Associate Administrator for Regulation and Certification
Center for Advanced Aviation System Devel opment
Computer Human Interface

Commercial Off the Shelf/ Non-Developmental I1tem
Facilities and Equipment

Federal Labor Relations Authority

Investment Analysis

Impact and Implementation

Integrated Management Team

Integrated Product Devel opment System

Integrated Product Leadership Team

Integrated Program Plan

Integrated Product Team

Joint Resources Council

Line of Business

Mission Anaysis

Mission Need Statements

National Airspace System

National Association of Air Traffic Specialists
National Air Traffic Controller Association
Operations Budget

Operational Test and Evaluation

Professional Airways Systems Specialists

Product Team

Research Engineering and Devel opment

Solution Implementation
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Human Factors Process Group

January-February 1998

Organization

Name

Phone & Fax

E-Mail

Facilitators from Fu
Associates (non-
voting member)

Earl Pence

Doug Rachford

703-243-2992
703-243-6229 fax

pence@nerdvana.fu.com

doug.rachford@faa.dot.gov

NATCA

Jon Ramsden
Atlanta Center

202-223-2900 local
800-759-8255 pager
PIN 5706120

770-946-5337 (ZTL) fax

enofed@aol.com

PASS Kip Francis 617-561-5726 keith.francis@faa.dot.gov
617-561-5725 fax
NAATS Bill Dolan 920-826-2800 wdolan@aol.com
920-826-2801 fax also on cc:Mail as
“Bill Dolan at AGL500CC”
ACT-540 Paula Nouragas 609-485-5251 paulan@hfl.tc.faa.gov
609-485-6218 fax
AUA Mike Bateman 202-233-5202 michael.bateman@faa.dot.gov
AAR-100 Glen Hewitt 202-267-7163 glen.hewitt@faa.dot.gov
202-267-5797 fax
AND Chuck Overbey 202-267-7938 charles.overbey@faa.dot.gov
Alan Poston (alt) 202-493-4519 alan.poston@faa.dot.gov
202-267-3552 fax
ATX Blair Tucker 202-267-9839 blair.tucker@faa.dot.gov
ARS Al Smith 202-493-0665 alfred.smith@faa.dot.gov
202-366-1806 fax
202-493-2959 fax
ANS-700 Tom Soik 202-267-7479 thomas.soik@faa.dot.gov
MITRE (non-voting Joe Celio 703-883-7599 jcelio@mitre.org

member)

Cathy Horton (alt.)

703-883-6504

chorton@mitre.org

ATO

Mitch Grossberg

202-493-4030
202-493-5016 fax

mitchell.grossberg@faa.dot.go
%

JIL Information
Systems (non-voting
member)

Denise Derry

202-863-2680, ext. 217

202-863-3873 fax

dderry@jil.com
also on cc:Mail
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Human Factor s Process Group Decision Process

1. Decisonswill be accomplished by group consensus.
Consensus has been achieved when every member can say, “1 have had an opportunity to
express my views fully, and they have been thoughtfully considered by the group. Even
though the current solution may not be the one | believe is optimal, | do beieveit will work
and | will support it.”

2. Thevoting members are the primary or alternate representatives from PASS, NATCA,
NAATS, AND, ARS, AAR-100, ATO, ATX, AUA, ANS, and ACT. Each organization may
cast only onevote. Current representatives are recorded in the Human Factors Process
Group's Final Report (Appendix A).

3. Absent representatives from any of the above organizations will not delay the decision process
unless the absence has been previoudy discussed with the Group (see Group Norms).

4, Votlng poll will be accomplished by:
Thumb up: “ Agree with decision and support.”
Thumb sideways: “ Can live with and support decison.”
Thumb down: “ Disagree with the decision and cannot support without further
discussion.”

5. Consensusis not reached if any thumb down vote isrecorded. The group can continue
discussion of the issue or “park” the issue to be brought back up at alater date when more
information may be available.

6. Issuesthat cannot be brought to consensus will be eevated, with any comments, to the Steering
Committee Support Group for their discussion and guidance back to the Human Factors
Process Group.

7. Thefina report will include this Decision Process and an explanation of the modified
consensus process under which the group worked. The report will note issues on which the
group did not reach consensus.

8. Thegroup reservestheright to revist this decision process and to refine or add points of order.
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Guidance Memorandum On Pre-Decisional
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UNITED STATES OF AMERICA
FEDERAL LABOR RELATIONS AUTHORITY

507 14" STREET NW . WASHINGTON, D.C. 20424-0001
(202) 482-6600 FAX: (202) 482-6608

OFFICE OF THE GENERAL COUNSEL
July 15, 1997
GUIDANCE MEMORANDUM
TO: Regional Directors
FROM: Joe Swerdzewski, General Counsel

SUBJECT: Pre-Decisonal Involvement: A Team-Based Approach Utilizing Interest-
Based Problem Solving Principles - (see a so the Executive Summary)

This Guidance Memorandum discusses the concept of "pre-decisiona involvement” and its
implementation utilizing a team-based approach which relies upon interest-based problem
solving skills, techniques and strategies. It serves as guidance to the Regional Directorsin
educating the parties on the benefits of collaborative approaches to labor-management
relations and in assisting them in their efforts to improve those relationships. This
Guidance aso implements the Office of the General Counsel Facilitation, Intervention,
Training and Education (FITE) Policy which sets forth the principles and criteria that the
Office of the General Counsdl follows when working with the parties and delivering FITE
activities to further the development of collaborative relationships and dispute resol ution.

| am making this Guidance Memorandum available to the public to assist union officials
and agency representatives in working together to devel op productive labor-management
relationships. This Guidance is a continuation of my office's commitment to provide the
participants in the Federal Service Labor-Management Relations Program with my views
on significant topics.(1) This Guidance reflects my views as the General Counsdl of the
Federal Labor Relations Authority and does not constitute an interpretation by the three-
member Authority.

This Guidance Memorandum is divided into four parts which address the concept of pre-
decisonal involvement - what isit? (Part I); the benefits of engaging in pre-decisional
involvement - why do it? (Part 11); the relationship between pre-decisional involvement
and the statutory duty to bargain - what happens after you do it? (Part 111); and a step-by-
step model on structuring a pre-decisional involvement process using interest-based
principles and team concepts - when and how to do it? (Part IV). Attached to this
Guidance is a summary of that step-by-step approach for the Regions to use when
assisting the partiesin designing a pre-decisional involvement process.
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PRE-DECISIONAL INVOLVEMENT: A TEAM-BASED APPROACH UTILIZING
INTEREST-BASED PROBLEM SOLVING PRINCIPLES

PART I. What Is Pre-Decisional Involvement and Where Did it Come From?
PART Il. The Benefits of Engaging in Pre-Decisiona Involvement - Why Do It?

PART I11. The Relationship Between Pre-Decisional Involvement and the Statutory Duty
to Bargain - What Must be Decided Before Y ou Begin About What You Will Do After it
IsDone

PART IV. The Use of Interest-Based Principles and Teams To Accomplish Pre-Decisiona
Involvement - A Modd on When and How to Do it

Step 1. The Agency and the Union Determineif They Will Engagein Pre-
Decisional Involvement Over a Particular Matter

Step 2. Representatives of the Agency and the Union Come to a Common
Understanding on the Relationship Between the Pre-Decisional Involvement
Process and the Statutory Duty to Bargain

Step 3. The Agency and the Union (and any Other Entities Involved in the
Process) Come to a Common Understanding on the Structure of Their Pre-
Decisional Involvement Process

Step 4. The Partnership Council Identifies the Interests of the Agency and Union
That Must Be Satisfied by the Team's Recommendations and the Standards With
Which any Solution Must be Consistent

Step 5. The Partnership Council Creates the Charge of the Team and Meets with
the Team to Discuss the Charge

Step 6. The Pre-Decisional Involvement Team Meets and Reaffirms a Common
Understanding Among All Team Members of their Charge And Fulfills Its Charge

Step 7. The Partnership Council Reviews the Team's Work Product and Takes
Appropriate Action
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A Guideto Designing a Pre-Decisional Involvement Process

PART |I. WHAT ISPRE-DECISIONAL INVOLVEMENT AND WHERE DID IT
COME FROM?

Simply stated, pre-decisional involvement is aterm which represents those activities where
employees through their eected exclusive representative are afforded by agency
management the opportunity to shape decisionsin the workplace which impact on the
work the employees perform. In my view, pre-decisional involvement is the cornerstone of
Executive Order 12871, as amended, "Labor-Management Partnerships." The preamble of
the Executive Order provides that "[t]he involvement of Federal Government employees
and their union representatives is essential to achieving the National Performance Review's
Government reform objectives." Pre-decisional involvement is a vehicle that provides for
that "involvement.” It is a process where unit employees who perform the daily tasks that
collectively accomplish the mission of the agency have input into a decision-making
process which traditionally has excluded them as stakeholders. It does not expand the
topics which are mandatorily negotiable under the Federal Service Labor-Management
Relations Statute (Statute). Pre-decisional involvement does not waive management's
statutory right to make decisions under section 7106 of the Statute, nor doesit waive a
labor organization's right to engage in bargaining prior to implementation to the extent
required by the Statute. Rather, pre-decisional involvement is a process to provide for
employee input as stakeholders into the decision-making process in order "to design and
implement comprehensi ve changes necessary to reform Government” and "to champion
changein Federal Government agencies to transform them into organizations capable of
ddivering the highest quality service to the American people."(2)

In order to be successful, however, it iscritical that both parties to the relationship, labor
and management:

have a common understanding of what pre-decisional involvement, as they themsalves
defineit, means,

share amutual appreciation of why it isin their own best interest to engage in pre-
decisional involvement;

have similar expectations of the results they seek to obtain from pre-decisional
involvement; and

agree on what actions occur after pre-decisional involvement has concluded.

The parties themsal ves must mutually agree on how they will deal with each other under
this concept. When the Regions work with parties under the FITE Policy to establish a
pre-decisional involvement process, the following principles of pre-decisional involvement
should be fully explored:

1. The process begins early when ideas are forming;
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2. The parties have common expectations,

3. Information isfredy shared throughout the process and there is an understanding on
confidentiality of the information and the process,

4. The participants utilize a problem solving approach founded on interest-based
principles,

5. The participants adapt a team approach to their activities, and

6. The parties and the participants demonstrate a high degree of commitment to the
process and to achieving their shared expectations.

Each of these principles will be explored in Part IV discussing how to engagein pre-
decisional involvement. Prior to engaging in that discussion, however, | will discuss the
benefits of pre-decisional involvement.

PART Il.  THE BENEFITS OF ENGAGING IN PRE-DECISIONAL INVOLVEMENT - WHY DO
IT?

No party should engage in pre-decisonal involvement unlessthat party believesthat it isin
itsinterest to do so. No party should engage in pre-decisional involvement unlessit has
willingly participated in a process to develop exactly what pre-decisional means, how it
will be accomplished, what the parties hope to get out of the process and what actions will
occur upon the conclusion of the process. The preamble of the Executive Order mandates
that the "involvement” of employees and their exclusive representativesis essential to the
National Performance Review's reform objectives. The Executive Order also mandates
certain actions be taken by the "head of each agency," including "involv[ing] employees
and their union representatives as full partners with management representativesto
identify problems and craft solutions to better serve the agency's customers and
mission."(3)

The Executive Order, however, does not define the term "involvement” nor does the
Executive Order establish at what stage of the decision-making process this "invol vement"
should occur or how this "involvement" should be accomplished. Rather, these matters are
|eft for the parties, through their partnership councils, to deliberate and decide. In Part 1V,
| will set forth a model of pre-decisiona involvement that the Office of the General
Counsdl has developed in working with parties under the Executive Order. First, however,
it isimperative that both parties realize that pre-decisional involvement isin their best
interest, not just because the Executive Order mandates "involvement” in identifying
problems and crafting solutions, but because it makes sense as a means to accomplish the
agency's mission and is essential to transform agencies into organizations "capabl e of
ddivering the highest quality service to the American people.”(4)

Management decisions on how work should be performed must be implemented - and it is
employees who perform those work tasks. Those employees have val uable suggestions on
such matters as ways to work better and cost less, achieve significant results for the
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money spent, provide value to customers and stakeholders, deliver products and services
on time, bring recognition to the agency for the servicesit provides and foster a
productive and constructive labor-management relationship.(5) When those employees are
in bargaining units under the Statute exclusively represented by a labor organization which
was chosen in a secret ballot election to represent the interests of those employeesin
workplace matters, pre-decisional involvement proves the means to tap into those
employees extensive hands-on experience. Thus, parties should recognize the potential
benefits of a pre-decisional involvement process before they embark on the commitment of
time and resources. Similarly, parties also should be aware of the potential risk of
engaging in pre-decisonal involvement when making these decisions. Listed below are
some of those benefits and risks.

Benefits of Pre-Decisional |nvolvement

1. Better decisions. Employees who do the work have input into the decision-making
process and are allowed to present and explore solutions that may have otherwise
gone unnoticed.

2. Fuller implementation of decisons. The decision is supported and employees
responsible for carrying out directives and performing the work have an ownership
stake in the success of those decisions since their interests have been acknowledged
and satisfied.

3. Greater support of the decision. Decisions are better understood, both asto their
origin and their intent, by those who are charged with implementing the decisons.

4. Moretimey implementation. Therisk of delay in implementation caused by attempts
to impede or delay implementation of percelved poor decisionsis greatly reduced.

5. Any subsequent collective bargaining will be facilitated. If thereis a need to engagein
collective bargaining under the Statute after the pre-decisional involvement process, it
ishighly likely that the parties have narrowed the issues, better understand the others
interests and preferred options and have built more trust in their dealings with each
other which will only facilitate the collective bargaining process.(6)

Risks of Pre-Decisional Involvement

1. Increased investment of time. It normally takes longer to reach a decision when an
additional entity (the union) and additional participants (employees) are part of the
process formulating that decision. Although the decision may be better and
implementation may be faster and fuller, the process leading to the decision may take
longer.

2. Increased administrative costs. If the participants in the process are not located in the
same city, for example, there will be trave costs.
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3. Collective bargaining under the Statute may still be necessary. If the interests of the
employees that the union represents are not satisfied to the extent necessary, the
union may still request to engage in collective bargaining under the Statute. Absent
agreement otherwise, the agency normally may not implement a change until that
collective bargaining has concluded.

Pre-decisional involvement is a means to better decisions which aretimey and fully
implemented with the intended results. It isnot an end in and of itsdf. Rather, it isatool
or method to achieve a goal which isin theinterests of employees, labor organizations and
agencies, the delivery of the "highest quality services to the American people."(7) The
participants, in essence, act as ateam of problem-solvers working together to find
solutions rather than as adversarial negotiators. Pre-decisional involvement processes
currently in effect which do achieve success, need to be continued and expanded to all
levels within the agency and the labor organization so that it becomes part of the culture
as to how labor and management deal with each other on a day-to-day basis. Pre-
decisional involvement processesin effect which do not result in better decisons, and
which do result in delay, cost and litigation and a worsening of |abor-management
relationships need to be reevaluated and rethought by the parties. Parties should not
attempt to structure a pre-decisional involvement process without an understanding asto
how that process will meet their interests.

Parties also should not begin to structure their pre-decisional involvement process until
they come to an understanding of the relationship between the pre-decisional involvement
process and the duty to bargain under the Statute. The next part explores that relationship.

PART Il - THE RELATIONSHIP BETWEEN PRE-DECISIONAL INVOLVEMENT AND THE
STATUTORY DUTY TO BARGAIN - "WHAT MUST BE DECIDED BEFORE YOU
BEGIN ABOUT WHAT YOU WILL DO AFTERIT ISDONE"

Prior to engaging in a pre-decisional involvement process, the parties should have a
common understanding of the relationship between their pre-decisional involvement
process and collective bargaining under the Statute. The following are alternatives which
may occur after pre-decisional involvement has been completed:

1. Recommendation accepted. The union and agency decision-makers accept the
option(s) presented by the team and there is no need for statutory bargaining.

2. Recommendation modified and accepted. The union and agency decision-makers
modify the option(s) presented by the team and there is no need for statutory
bargaining.

3. Statutory bargaining required. The union and agency decision-makers accept some of
the options presented by the team and engage in statutory bargaining limited to the
few areas where the team options were not accepted as presented or modified.
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Under this alternative, the parties may establish an expedited bargaining
schedule since the interests already have been identified and explained and
standards for the solution have been established.

Under this aternative, since the parties already have a full understanding of the
issue, the interests and the extent to which the team proposed options meet and
do not meet those interests, the parties may agree to post-implementation
bargaining or to partial implementation on those matters where thereis no
disagreement.

Neither party waivesitsrights under the Statute by agreeing to engage in pre-decisonal
involvement. As discussed in Part |, successful pre-decisional involvement may obviate the
need for other bargaining under the Statute, or may facilitate any bargaining that is
required at the conclusion of the pre-decisional involvement process. The decision to
engage in a pre-decisonal involvement process does not disadvantage the agency or the
union with respect to any statutory rights.

Both parties, however, should fully recognize the possibility that it may indeed be
necessary to engage in some statutory bargaining after pre-decisonal involvement and
prior to implementation of a change which otherwise triggers a duty to bargain under the
Statute. Our experience has shown that some parties create conflict when they do not have
a common understanding of this concept. For example, an agency may believe that the
pre-decisional involvement process fulfilled its statutory bargaining obligation while the
union may be under the belief that sinceit did not fully endorse the final decision, it ill
had the right to engage in bargaining under the Statute. Improved communication and the
articulation of what will occur after the pre-decisional involvement process concludesis
essential to avoid this type of conflict.

In working with the parties, my office frequently hears the parties question why engage in
pre-decisional involvement if it is not guaranteed to replace bargaining under the Statute.
The benefits of pre-decisional involvement were addressed in Part 111 - better decisions,
faster and full implementation, and less conflict. Seldom do both parties agree that they
will be bound by any recommendation that is generated by a team or work group as part
of apre-decisional involvement process. Just as the union will seldom commit at the
initiation of the process to adopt the final work product which emanates from a pre-
decisonal team or work group and waive its right to bargain, agencies likewise seldom
commit to accept that final work product without some form of higher level agency
review, with the potential for modifications from the ultimate agency decison-maker. It is
not necessary that either party waive any statutory rightsin order to engage in meaningful
pre-decisional involvement. If the parties fully implement the moded discussed in Part 1V
i.e., recognize and articulate their respective interests and set forth the standards which
any solution must mest, thereis a high possibility that the team memberswill be able to
produce options which provide the basis for the best solution. The process breaks down
only when those interests are not identified and explained at the beginning of the process
and the team does not understand itsrole.
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Oncetheseinitial understandings are achieved, the parties may then begin to explore how
they will work together to design and implement a pre-decisional involvement process.

PART IV. THE USE OF INTEREST-BASED PRINCIPLES AND TEAMS TO ACCOMPLISH
PRE-DECISIONAL INVOLVEMENT - A MODEL ON WHEN AND HOW TO DO IT

A previous Guidance Memorandum issued by my Office, "The Duty to Bargain Over
Programs Establishing Employee Involvement and Statutory Obligations When Selecting
Employees for Work Groups' (August 8, 1995), focuses primarily on legal issues inherent
in the establishment of work groups. The Guidance discusses such legal issues asthe
rights and obligations under the Statute when establishing and implementing a program
which creates work groups to involve employees in examining ways in which to improve
the services provided by the agency; the criteriafor selecting employees to participate on
work groups and the capacity in which the employees will serve and the consequences
which flow from these designations, such asreward and evaluation. | also have provided
Guidance to the Regional Directors to assist them when working with the partiesin jointly
creating a structure for work groups to involve employeesin the evaluation and potential
redesign of agency operations. Those principles and guidance are equally applicable to the
use of ateam-based approach grounded in interest-based problem-solving principlesto
serve as avehiclefor pre-decisional involvement. The instant Guidance will apply those
principles to the particular task of creating a process for pre-decisional involvement.

The following isadecisional process which the parties can utilize to develop a vehicle for
pre-decisional involvement. Also listed under each step initalic print isamode for the
parties to consider when devel oping their own pre-decisional process. The model
presented concerns situations where the impetus for engaging in pre-decisional
involvement comes from the agency. However, unions may also initiate the exploration of
whether pre-decisional involvement should be pursued. The mode may equally be used
when the union is the moving party. Thus the same factors listed below for agency
initiated offers to the union for pre-decisional involvement may aso apply to union
requests to engage in pre-decisional involvement over issues of concern to the union.

The mode follows these basic significant events.
Step 1 - Deciding Whether to Engage in Pre-Decisional Bargaining

Step 2 - Deciding on the Relationship Between the Pre-Decisional Involvement Process
and the Statutory Duty to Bargain

Step 3 - Structuring the Pre-Decisional Involvement Process
Step 4 - Recognizing Interests and Deciding on Standards
Step 5 - Creating the Work Team's Charge

Step 6 - The Work Team Decides How It Will Operate and Crafts Solutions to the I ssues
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Step 7 - The Decision is Made

STEP1. THE AGENCY AND THE UNION DETERMINE IF THEY WILL
ENGAGE IN PRE-DECISIONAL INVOLVEMENT OVER A PARTICULAR
MATTER

The Agency Initially Decidesif it Will Afford the Union the Opportunity To Engagein a
Pre-Decisional Involvement Process

The agency devel ops factors to determine which topics trigger the opportunity for pre-
decisional involvement. These are some examples of factors which have been devel oped

by parties who have worked with the Office of the General Counsel and are presented here
for agenciesto consider:

Whether pre-decisional involvement adds value to the decision-making process.

Whether the issue lends itsdf to joint management and union concerns and/or
opportunities.

Whether the issue presents an opportunity for the agency and the union to join
together to present a common strategy to deal with an external threat.

Whether the agency already has taken afixed position on the issue or whether the
agency iswilling to explore different solutions.

Whether the issue lendsitself to a short term or long term solution, or both.
Whether theissue lendsitsalf to alocal or national solution.
The Agency Transmits Adequate Information to the Union

The agency and union agree upon the type of information that will adequately allow the
union to determineif it wishes to engage in pre-decisiona involvement process. These are
some examples of the types of information transmitted by the agency to the union which
have been devel oped by parties who have worked with the Office of the General Counsdl
and are presented here for agencies and unions to consider:

The specific issug(s) involved.

Any actions that the agency already may have taken on seeking a solution to the
issue.

Any other matters that the agency already may have decided related to the issue.

Whether the agency has an initial inclination asto the direction that the solution
should take.
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Identification of the driving force behind theissug; i.e.,, why it isan issuein thefirst
instance.

The agency'sinitial perspective on how important thisissue is to unit employees
conditions of employment and how employees perform their work.

The degree of confidentiality that is required concerning the identification of the issue
itself and of the information which is being provided to the union by the agency.

Any time frames that the agency already may have established for the decision-
making and implementation process.

The anticipated time that representatives designated by the union will spend in the
pre-decisional involvement process.

The time frame in which the agency expects the union to respond to the invitation to
engagein pre-decisona involvement.

Whether the union may request a briefing or further documentation prior to deciding
whether it will engagein pre-decisonal involvement.

The agency contact person on the issue.

The Union Determines If it Will Participate in a Pre-Decisional Involvement
Process

The union devel ops factors to determine whether it will accept the agency's offer to
engage in pre-decisional involvement. These are some factors which have been devel oped
by parties who have worked with the Office of the General Counsel and are presented here
for unions to consider:

The impact of the issues on unit employees conditions of employment and how
employees perform their work.

Whether, and to what extent, the agency already has decided certain matters relating
to theinitiative.

The availability of the union's resources.

The time frames that the agency or some outside entity already has established for the
decison-making and implementation process.

The extent to which the agency is open for alternative solutions.

Whether the driving force behind the initiative is internal within the agency or external.
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STEP2. REPRESENTATIVES OF THE AGENCY AND THE UNION COME TO A
COMMON UNDERSTANDING ON THE RELATIONSHIP BETWEEN
THE PRE-DECISIONAL INVOLVEMENT PROCESS AND THE
STATUTORY DUTY TO BARGAIN.

The agency and union leadership should have the same common understanding about
whether the parties will or not will not engage in collective bargaining under the Statute
upon the conclusion of the pre-decisional involvement process and the factors that will
influence that determination.(8) The parties aso should agree on the consequencesiif the
union chooses not to engage in pre-decisional involvement. For example, the agency may
still opt at alatter date to circulate a draft solution which may have been devel oped on the
initiative without union involvement, and/or invite the union to a meeting to discuss
developments that have occurred on the issue since the union was initially notified. The
parties should acknowledge that whatever action is taken, the union retainsitsright to
negotiate under the Statute and the agency retains its right under section 7106 of the
Statute to make and implement decisions.

STEP3. THE AGENCY AND THE UNION (AND ANY OTHER ENTITIES
INVOLVED IN THE PROCESS) COME TO A COMMON
UNDERSTANDING ON THE STRUCTURE OF THEIR PRE-DECISIONAL
INVOLVEMENT PROCESS.

| dentification of Who Determines the Structure of the Pre-Decisional Process

Representatives of the agency and the union make these process decisons. Where the
agency and union have a partnership, the partnership council could make these decisions.
If there is no partnership, agency and union representatives, or smply one agency leader
and one union official, could make these decisions. For purposes of this modd, | will refer
to the agency/union partnership council as the agency and union representatives.

Partnership Council Model

In thismodd, the partnership council engagesin the decision-making process, while teams
selected by the partnership council are charged with brainstorming solutions and analyzing
the extent to which various options meet the interests and standards that have been
identified by the partnership council. Thismodel allows the agency and the union to ensure
that their ingtitutional interests have been identified and met and that the process was fair
and the team members were not co-opted. The partnership council may modify the options
presented by the team. The partnership council also may request further efforts from the
team consi stent with the concerns of the partnership council. The partnership council
informs the team of the final partnership council action and its rationale. The ultimate
decision maker may be the partnership council itsdf, or, if that authority has not been
delegated by the agency to the partnership council, by the appropriate high level agency
official with responsihility for the issue.

Additional Option- Final Decision-Making is Delegated to the Team
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Another option is to delegate the decision-making authority to the team. Under this
option, it iscritical that the partnership council ensure that the team members understand
the ingtitutional interests of the agency and the union. As discussed in the next step, in
addition to the identification of interests by the partnership council, the team members
identify any independent interests they have which may not have been recognized by the
partnership council before they begin crafting a solution to the issue they have been
delegated to resolve.

Additional Option - Other Entities May also Be Involved

This modd also provides for the possibility that the agency and the union may agree that
entities, other than management and the exclusive representative, have representation on
the partnership council and the team. For example, the parties may agree to allow
representatives from mid-level management to serve on the partnership council and the
team.

STEP4. THE PARTNERSHIP COUNCIL IDENTIFIES THE INTERESTS OF THE
AGENCY AND UNION THAT MUST BE SATISFIED BY THE TEAM'S
RECOMMENDATIONS AND THE STANDARDS WITH WHICH ANY
SOLUTION MUST BE CONSISTENT.

Partnership Council Develops Agency and Union Interests After Involving Their
Constituents

The partnership council develops the interests of the agency and the union that must be
satisfied by any proposed solution. It iscritical for the leadership of the agency and the
union to fully develop their entity'sinterests. The union should afford bargaining unit
employees the opportunity to express their interests and the agency executives should
afford their managers at other levels and in the field the opportunity to express their
interests. The union and agency leadership can then thoughtfully establish the interests that
any solution must satisfy. Similarly, if another entity is allowed to participate, the other
entity'singtitutional interests also are presented and explained to the team members, just as
the union's and agency's interests are articul ated to the team members.

This modd allows the partiesto ensure that their ingtitutional interests have been
identified. The team members represent the entity that selects them as team members. This
entity also is represented on the partnership council. Thus, employees selected by the
exclusive representative represent the interests of the union and the bargaining unit.(9)
Managers selected by the agency represent the respective interests of that portion of the
agency for which they were selected. Thus, under this model, the team members do not
serve as "independent operators,” but rather represent broader interests of the team they
represent, and those interests are presented and explained by the individuals responsible
for leading that entity; i.e., elected union officials and senior agency executives. Under this
approach, the potential for the team to develop options which do not address the
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ingtitutional interests of the entities involved (the union and the agency), and the
associated lost efforts and potential for conflict between the team and the partnership
council or ultimate decison maker is greatly reduced.

Additional Option- Team Members Also Identify Independent Interests

In addition to the identification of interests by the partnership council, an option under this
modd is to provide the team members with the opportunity to also identify any
independent interests they have which may not have been recognized by the partnership
council. This added option ensures that the team members which have been charged with
developing the solution are full participantsin the complete process. This additional
opportunity takes full advantage of the team members on-the-job, local expertise,
encourages local initiatives and devel ops ownership by the team members who are being
requested not only to develop a proposed solution to meet the agency's and union's
ingtitutional needs but also which meets their needs as the employees who will ultimatey
implement any decision.

The Partnership Council Also Identifies the Standards with Which Any Team
Recommendations must Be Consi stent

The partnership council also establishes the standards that the team will apply in adopting
arecommended solution. These standards are the external restraints that are imposed on
any final decision; for example, the solution islegal and must not exceed a specific cost.

STEPS5. THE PARTNERSHIP COUNCIL CREATES THE CHARGE OF THE
TEAM AND MEETSWITH THE TEAM TO DISCUSS THE CHARGE.

Partnership Council Creates the Team's Charge

The partnership council, or a subgroup of the partnership council, decides upon the charge
of the group. The charge includes partnership council decisions on such matters as:

Theissue to be addressed by the team - the problems, opportunities, issues or subject
matter that the team is being asked to address.

The agency's and the union's interests in those issues and the standards which the
solution(s) must meet (see discussion in Step 4).

The team's decision-making authority. For example, whether the team has final
decision making authority or whether the team is to present one or more options to the
partnership council and the format for that presentation.

The limitations, if any, that are placed on the matters which the team can explore. For
example, whether any specific topics or options outside the team's charge and what, if
anything, is"off" the table.

Thetime limitations on the team.
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The relationship between the team members participation in the pre-decisional
involvement process and their other assigned duties and functions.

The time commitment that will be necessary from each of the team members.
The size of the team.

The composition of the team. For example, recognition of what entity is represented
by the different members of the team represent - headquarters management, regional
management, the union, themsaves, employeesin ther division.

How the team members will be chosen for inclusion on the team.

The consequences that flow from those roles. For example, employees representing
the union are engaged in protected union activity and employees serving through the
assignment of work are not engaged in protected union activity.

The method and frequency of communication that is expected between the team and
the partnership council. For example, whether the team will issue a status or progress
report?

Theteam's final work product, whether it will be awritten report, oral presentation,
one recommendation per issue, alternative recommendations, ranked
recommendations, and/or recommendations evaluated in certain pre-established
standards and interests.

The information that will be supplied to the team members.

Whether there will be any technical experts on the team serving pursuant to the
assignment of work rather representing the agency, union or other entity.

Thismodel also provides for subject matter experts to be selected by the agency, or jointly
by the agency and the union, to serve as technical experts. These subject matter experts
may be managers, unit employees who are union members, unit employees who are not
union members or unrepresented employees. These technical experts are not serving as
union or agency representatives, but rather are serving on the team pursuant to the
assignment of work.(10)

Partnership Council Meets with the Team to Present and Discuss the Charge

The partnership council ensuresthat all members of the team fully understand the process,
the issue, the standards and the interests of all the entities represented on the partnership
council and their charge. The team members share an understanding of theitemsin their
charge and request clarification of any mattersin the charge if necessary.
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STEP6. THE PRE-DECISIONAL INVOLVEMENT TEAM REAFFIRMS A
COMMON UNDERSTANDING AMONG ALL TEAM MEMBERS OF
THEIR CHARGE AND FULFILLSITS CHARGE

The Team Reaffirms Its Charge and Decides How It Will Operate

Prior to tackling the substantive task of crafting solutions to workplace issue, the team
reaffirms that all team members understand their charge and decides how the team will
operate. In addition to the charge, some matters that the team may discussinclude:

Expectations of what they want to collectively accomplish as the work product of their

team activities.

Expectations about the results for which the team members are collectively
responsible.

Thelimitations, if any, on their activities as to time commitments, resources and
matters "off the table."

What occursif the ultimate decision maker does not accept the team's

recommendations or work product? For example, whether the ultimate decision maker
return the recommendations to the team for further action or implements decisions not

recommended by the team without further team involvement.

Each team member's commitment to utilize interest-based principles and an interest-

based approach in performing their tasks.

The commitment of the team members to the process agreed upon.

Additional information and resources that the team requires.

The degree of confidentiality, if any, to the team's activities.

The format of the team's final product.

Whether the team members possess the requisite skills to accomplish the charge.

Whether the team members need any specific training prior to beginning their
activities.

Whether the team will establish its own action plan pursuant to the time limitsin the

charge, with incremental time targets.

Whether the team will adopt ground rules. For example, whether there will be ground

rules on such matters as what happensif a member misses a meeting or leavesa
meeting early.
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How the team makes its decisions. The process to be followed if the team cannot
reach a decision under that process or if the team gets "stuck."

How the team will operate. For example, whether there be a team leader, and if so,
team leader responsibilities. Who will be responsible for coordinating logistics for
meetings, obtaining necessary facilities, services and supplies, disseminating
information?

Whether there will be afacilitator - either from within or outside the team, and the
facilitator'srole.

Additional Option - The Team Members Identify Their Individual Interests Not
Recognized by the Partnership Council

Asdiscussed in Step 4, in addition to recognition of the agency's and union'sinterests, this
model provides an option for individual team membersto also identify any independent
interests they have which may not have been recognized by the partnership council. If this
additional opportunity to identify interestsis chosen, it should be undertaken by the team
before the team begins to brainstorm potential solutions,

The Team Engages in Brainstorming to Develop Options to Resolve the Issuein
its Charge

After achieving clarity of the issue and its charge, an understanding of all the interests
being represented and the standards established by the partnership council before the team
was formed, the team members, including any technical experts, engage in brainstorming.
The team members understand the standards and the interests and are able to develop
options which are consistent with those standards and satisfy those interests.

The Pre-Decisional Involvement Team Eval uates the Extent to Which Various Options

May Meet the Recognized Interestsin aManner That |s Consistent with the Previoudy

Established Standards and Prepares its Work Product for Submission to the Partnership
Council

Unless the team is delegated the authority to make the final decision on the subject, the
team will be charged with presenting options to the ultimate decision maker, usually either
the partnership council or the senior agency official. The recommended options are

cons stent with the standards and best meet the interests of all entities represented on the
team, and the individual team membersif that option was selected, that were articul ated
prior to the commencement of the team's efforts. The team provides a written report
which analyzes how each of the recommended options meet the interests which had been
expressed and the extent to which it meets those interests. The team also has the option to
prioritize options, based on the team's collective assessment of the extent to which a
solution meets the interests and is consistent with the criteria. If the team cannot reach
consensus on prioritizing options, the report details the extent to which each supported
option satisfies, and does not satisfy, the various interests represented on theteam. The
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technical experts participate as subject matter resources during this evaluation process, but
do not participate as a principle of the team in determining the prioritization of the
options.

Thismode allows the team membersto focus their energies on the devel opment of
solutions to the issue. Our experience has shown that thereis a possibility that both local
union and agency managers may not fully know or understand the interests of their
principals. In such situations, the team's efforts are not as productive as they could be
since the team spends time developing a solution which does not meet their principals
needs. Rejection of recommendations by the team alienates the team members, both union
and agency, and may result in delay, and worst, conflict between the team and the decision
maker(s).

If the individual team members are afforded the opportunity to present their own
individual interests that weren't recognized in their charge by the partnership council,
those interests also will be addressed in the solution. Whether or not individual interests
are recognized, however, any proposed solution must meet the interests developed by the
partnership council.

In addition, this mode removes the decision-making task from the team, but alowsthe
team members to use their skills, knowledge and abilities to perform the task for which
they were chosen - to develop solutions to issues. This modd sets the stage at the
beginning so that the team members recognize and understand their role as brainstorming
options that are consistent with previoudy established standards, and to meet the fully
articulated interests of all the entities involved in the process. The team members engage
in evaluation of the options and are encouraged to prioritize the options based on the
extent to which the options satisfy the interests of the all parties.

STEP7. THE PARTNERSHIP COUNCIL REVIEWS THE TEAM'S WORK
PRODUCT AND TAKES APPROPRIATE ACTION.

The team presentsits report to the partnership council pursuant to the team's charge. The
partnership council reviews the team’'s work product, particularly the reasons given asto
the extent certain recommendations do or do not satisfy the various interests that were
explained to the team members by the partnership council. The partnership council hasthe
option to return the work product to the team with further instructions or to clarify certain
guestions raised by the partnership council. The partnership council, if authorized to do
so, may also choose to accept or modify the options or create a new option to recommend
to the ultimate decison maker, if the partnership council itself has not been granted that
authority. The partnership council reportsits action to the team, regardless of the action
taken.

Our experience has shown that most team recommendations are usually modified by the
ultimate decision maker(s) prior to acceptance. Sometimes, the team members are not

even consulted about any changes or the reasons therefore, leaving the members with an
unfulfilling experience. This approach alows the team to focus its skills, knowledge and
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abilities on deve oping solutions while allowing the leaders of the entities involved in the
process to engage in the final decision-making.

Attached to this Guidance is a summary of this model for the Regions to use when
asssting the partiesin designing a pre-decisional involvement process. The modd relies
upon a pre-decisional process based on interest-based principles, rather than an approach
where the participants come to meetings to present their positions and attempt to convince
the other membersto agree with those positions and modify their own positions. The
experience of the Office of the General Counsel in working with parties under our FITE
Policy has revealed that an interest-based approach to problem solving isafar more
effective tool to obtain meaningful solutions to workplace issue. Accordingly, consistent
with the mandate in the Executive Order that interest-based bargaining should be used asa
tool to deliver the highest quality services to the American taxpayer, this Guidance has set
forth amode for the use of interest-based problem solving by a team charged with
developing solutions to work place issuesin a pre-decisional setting.(11)
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A GUIDE TO DESIGNING A PRE-DECISIONAL INVOLVEMENT PROCESS

GROUP STEP | ACTION

Agency Executives 1 The Agency and the Union Determineif They Will

and Union Leadership Engagein Pre-Decisonal Involvement Over a Particular
Matter.

Agency and Union 2 Representatives of the Agency and the Union Cometo a

Representatives Common Understanding on the Relationship Between the
Pre-Decisional Involvement Process and the Statutory
Duty to Bargain.

Partnership Council 3 The Agency and the Union (and any Other Entities
Involved in the Process) Come to a Common
Understanding on the Structure of Their Pre-decisional
Involvement Process.

Partnership Council 4 The Partnership Council Identifies the Interests of the
Agency and Union That Must be Satisfied by the Team's
Recommendations and the Standards With Which any
Solution Must be Consistent.

Partnership Council 5 The Partnership Council Creates the Charge of the Team
and Meets with the Team to Discuss the Charge.

Pre-Decisional 6 The Pre-Decisiona Involvement Team Meets and

Involvement Team Reaffirms a Common Understanding Among All Team
Members of their Charge and Fulfills Its Charge.

Partnership Council 7 The Partnership Council Reviews the Team's Work

Product and Takes Appropriate Action.

Footnotes fol low:

1. Previous public guidance memoranda have been issued on "The Duty to Bargain Over
Programs Establishing Employee Involvement and Statutory Obligations When Selecting
Employees for Work Groups' (August 8, 1995), "Guidance on Investigating, Deciding
and Resolving Information Disputes' (January 5, 1996), The Duty of Fair Representation”
(January 27, 1997), and "The Impact of Collective Bargaining Agreements on the Duty to
Bargain and the Exercise of Other Statutory Rights' (March 5, 1997).
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2. Executive Order 12871, as amended.

3. Executive Order 12871, as amended, Section 2 (b). The Executive Order also, among
other things, establishes the National Partnership Council (Section 1), and mandates
agency heads to create |abor-management partnerships at appropriate levels, provide
systematic training of agency employeesin "consensual methods of dispute resolution,
such as alternative dispute resolution techniques and interest-based bargaining
approaches," negotiate over subjects within section 7106(b)(1) of the Statute and evaluate
progress and improvements in organizational performance resulting from labor-
management partnerships. (Section 2 (a), (c), (d) and (e).)

4. Executive Order 12871, as amended.

5. Thisisthe "recipe"’ for a"high performing Federal Agency" devel oped by working
groups of the National Partnership Council and the Human Resource Devel opment
Council. Training and Facilitation Handbook, National Partnership Council, April 1996, at
4,

6. In Part 111, | will explore the relationship between pre-decisional involvement and the
duty to bargain under the Statute.

7. Executive Order 12871, as amended, at Preamble.

8. Part |11 explored the relationship between pre-decisional involvement and collective
bargaining under the Statute.

9. These employees are engaged in protected activity and are serving as union
representatives on the team. Accordingly, as discussed in the August 8, 1995 Guidance
Memorandum on Work Groups, they may not be evaluated on their performance on the
team. Further, since these employees are serving as union representatives, the union may
consider union membership as a criterion in selecting its representatives, although the
union isnot required to do so.

10. As such, thetechnical experts are not engaged in protected activity under the Statute
and thus they may be evaluated on their performance, either positively or negatively, and
they may be rewarded for their participation and contributions.

11. Thismode isonly one possibility. The Regions should assist the partiesin using an
interest-based problem-solving approach to create their own mode or adapt this model to
satisfy their specific interests.
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EXECUTIVE SUMMARY

FLRA GENERAL COUNSEL JOSEPH SWERDZEWSKI'S MEMORANDUM TO
REGIONAL DIRECTORS ON "PRE-DECISIONAL INVOLVEMENT: A TEAM-
BASED APPROACH UTILIZING INTEREST-BASED PROBLEM SOLVING
PRINCIPLES"

This Executive Summary of the Federal Labor Relations Authority, General Counsdl's
Guidance Memorandum to the Regional Directors discusses the concept of "pre-decisional
involvement" and its implementation utilizing a team-based approach which reies upon
interest-based problem solving skills, techniques and strategies.

The Memorandum serves as guidance to the Regional Directorsin educating the parties
on the benefits of collaborative approaches to labor-management relations and in assisting
them in ther efforts to improve those relationships. The Guidance also implements the
Office of the General Counsdl Facilitation, Intervention, Training and Education Policy
(FITE) which setsforth the principles and criteria that the Office of the General Counsel
follows when working with the parties and delivering FITE activitiesto further the
development of collaborative rel ationships and dispute resol ution.

The Guidance Memorandum is divided into four parts which address the concept of pre-
decisonal involvement and what it is and where it comes from? (Part 1), the benefits of
engaging in pre-decisonal involvement - why do it? (Part I1), the relationship between
pre-decisional involvement and the statutory duty to bargain - what must be decided
before you begin about what you will do after it isdone? (Part 111), and the use of interest-
based principles and teams to accomplish pre-decisional involvement - amodel on when
and how to do it (Part 1V). Attached to this Guidance is a step-by-step approach for the
Regions to use when assisting the partiesin designing a pre-decisional involvement
process. The Guidance Memorandum and this Executive Summary reflect the views of the
General Counsdl and do not congtitute an interpretation by the Authority Members.

ATTACHMENT
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PART |

WHAT IS PRE-DECISIONAL INVOLVEMENT AND WHERE DID IT COME
FROM?

Q. #1: What is "pre-decisional involvement?'

Simply stated, "pre-decisional involvement” is aterm which represents those activities

where employees through their eected exclusive representative are afforded by agency
management the opportunity to shape decisionsin the workplace which impact on the

work the employees perform.

Q. #2: Where did this concept originate?

The preamble of the Executive Order provides that "[t]he involvement of Federal
Government employees and their union representativesis essential to achieving the
National Performance Review's Government reform objectives." Pre-decisional
involvement is a vehicle that provides for that "involvement.”

Q. #3: Ispre-decisional involvement important to collaborative |abor-management
relations?

In the General Counsel's view, pre-decisional involvement is the cornerstone of Executive
Order 12871, as amended, "Labor-Management Partnerships.”

Q. #4: Does pre-decisional involvement expand the number of subjects over which thereis
aduty to bargain under the Federal Service Labor-Management Relations Statute
(Statute)?

No. It does not expand the topics which are mandatorily negotiable under the Statute.

Q. #5: Does pre-decisional involvement require either the union or the agency to waive or
give up any rights under the Statue?

No. Pre-decisional involvement does not waive management's statutory right to make
decisons under section 7106 of the Statute, nor does it waive a labor organization's right
to engage in bargaining prior to implementation to the extent required by the Statute.

Q. #6: What does pre-decisional involvement provide for?

It represents a process where unit employees who perform the daily tasks that collectively
accomplish the mission of the agency have input into a decision-making processin order
"to design and implement comprehensive changes necessary to reform Government” and
"to champion change in Federal Government agencies to transform them into
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organizations capable of delivering the highest quality service to the American people, as
expressed in the Executive Order."”

Q. #7: What prerequisites do the agency and union have to meet before embarking on a
pre-decisiona involvement process?

In order to be successful, it iscritical that both parties to the relationship, labor and
management:

have a common understanding of what pre-decisional involvement, as they themsaves
defineit, means,

share amutual appreciation of why it isin their own best interest to engage in pre-
decisional involvement;

have smilar expectations of the results they seek to obtain from pre-decisional
involvement; and

agree on what actions occur after pre-decisional involvement has concluded.

Q. #8: What are the basic principles underlying the concept of pre-decisional involvement?
These are the basic principles of pre-decisonal involvement:

The process begins early when ideas are forming;

The parties have common expectations,

Information is fredy shared throughout the process and there is an understanding on
confidentiality of the information and the process,

The participants utilize a problem solving approach founded on interest-based
principles,

The participants adapt a team approach to their activities, and

The parties and the participants demonstrate a high degree of commitment to the
process and to achieving their shared expectations.

PART II

THE BENEFITS OF ENGAGING IN PRE-DECISIONAL INVOLVEMENT -
WHY DO IT?

Q. #1: Should a party engage in pre-decisional involvement just becauseit is "the thing to
do?'

No. No party should engage in pre-decisional involvement unless that party believes that it
isinitsinterest to do so. No party should engage in pre-decisonal involvement unlessit
has willingly participated in a process to devel op exactly what pre-decisional means, how
it will be accomplished, what the parties hope to get out of the process and what actions
will occur upon the conclusion of the process.
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Q. #2: Then why should a party engage in pre-decisiona involvement?

Because it makes sense as a means to accomplish the agency's mission and it is essential to
transform agencies into organizations "capable of ddivering the highest quality serviceto
the American people," as envisioned by the Executive Order and the National Performance
Review.

Q. #3: Does the Executive Order explain how the parties should "involve employees and
their union representatives as full partners with management representatives to identify
problems and craft solutions to better serve the agency's customers and mission?’

No. The Executive Order, however, does not define the term "involvement™" nor does the
Executive Order establish at what stage of the decision-making process this "invol vement"
should occur or how this "involvement" should be accomplished.

Q. #4: Who then decides these critical issues?

These matters are |eft for the parties, through their partnership councils, to deliberate and
decide. The Guidance Memorandum sets forth a mode of pre-decisional involvement that
the Office of the General Counsd has devel oped in working with parties under the
Executive Order.

Q. #5: Why should employees be involved in the decision-making process? Isn't that
management's job and responsibility?

The ultimate respong bility for making management decisions rests with management.
Management manages the agency and unions represent bargaining unit employees.
However, management decisions on how work should be performed must be implemented
- and it is employees who perform those work tasks. Those employees have valuable
suggestions on such matters as ways to work better and cost |ess, achieve significant
results for the money spent, provide value to customers and stakeholders, deliver products
and services on time, bring recognition to the agency for the servicesit provides and foster
a productive and constructive | abor-management relationship.

Q. #6: Why isit necessary to deal with the union if it is the employees who have the
suggestions?

When employees are in bargaining units under the Statute exclusively represented by a
labor organization which was chosen in a secret ballot election to represent the interests of
those employees in workplace matters, the union is the means to tap into those employees
extensive hands-on experience.

Q. #7: What are the benefits of pre-decisional involvement?

Better decisions.
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Fuller implementation of decisions.

Greater support of the decisions.

More timely implementation.

Any subsequent collective bargaining will be facilitated.

Q. #8: What arethe risks of pre-decisional involvement?

Increased investment of time.
Increased administrative costs.
Collective bargaining under the Statute may till be necessary.

Q. #9: Ispre-decisional involvement an end in and of itself where "the box needs to be
checked?'

No. Pre-decisional involvement is a meansto better decisons which are timely and fully
implemented with the intended results. It isnot an end in and of itsaf. Rather, it isatool
or method to achieve a goal which isin theinterests of employees, labor organizations and
agencies, the delivery of the "highest quality services to the American people” as
envisioned by the Executive Order.

PART III

THE RELATIONSHIP BETWEEN PRE-DECISIONAL INVOLVEMENT AND THE
STATUTORY DUTY TO BARGAIN - WHAT HAPPENSAFTERYOU DO IT?

Q. #1: Does pre-decisional involvement mean that there is no need to bargain afterwards?

Maybe. Successful pre-decisional involvement may obviate the need for other bargaining
under the Statute, or may facilitate any bargaining that is required at the conclusion of the
decisional involvement process. But the decision to engage in a pre-decisional involvement
process does not disadvantage the agency or the union with respect to any statutory
rights.

Q. #2: What alternatives may occur after pre-decisional involvement has been compl eted?

Recommendation adopted. The parties accept the option(s) presented by the team and
thereis no need for statutory bargaining.

Recommendation modified and accepted. The parties modify the option(s) presented
by the team and there is no need for statutory bargaining.

Statutory bargaining required. The parties accept none or some of the options
presented by the team and engage in statutory bargaining limited to the areas where
the team options were not accepted as presented or modified.

Q. #3: Isit important that the parties understand that bargaining under the Statute might
have to occur after pre-decisional involvement?
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It ismore than important - it is critical! Both parties should fully recognize the possibility
that it may indeed be necessary to engage in some statutory bargaining after pre-decisional
involvement and prior to implementation of a change which otherwise triggers a duty to
bargain under the Statute. Our experience has shown that conflict can occur when the
parties do not have a common understanding of this concept.

Q. #4: Then why should a party, particularly an agency, engage in pre-decisional
involvement if it is not guaranteed to replace bargaining under the Statute?

Properly implemented pre-decisional involvement resultsin better decisions, faster and full
implementation, and less conflict, even if bargaining is still required. Seldom do both
parties agree that they will be bound by any recommendation that is generated by ateam

or work group as part of a pre-decisional involvement process. If the parties recognize and
articulate their respective interests and set forth the standards which any solution must
mext, thereis a high possibility that the team members will be able to produce options
which provide the basis for the best solution.

Q. #5: Isthe pre-decisional process a barrier or facilitator of the bargaining that must still
take place?

If properly implemented, pre-decisional involvement serves to assist the subsequent
bargaining process. Since the parties already have a full understanding of the issue, their
respective interests, and the extent to which the team proposed options meet those
interests, they may agree to post-implementation bargaining, or to partial implementation
on those matters where there is no disagreement, or to an expedited bargaining schedule.

PART IV

THE USE OF INTEREST-BASED PRINCIPLESAND TEAMSTO ACCOMPLISH
PRE-DECISIONAL INVOLVEMENT - A MODEL ON WHEN AND HOW TODOIT

Q. #1: What aretheinitial matters that should be agreed upon by the parties to determine
whether pre-decisional involvement is appropriate?

The parties should come to a common understanding on the following matters:

Theissues or types of issuesthat are appropriate for pre-decisional involvement.

The information that the agency will provide to the union when the pre-decisional
involvement processistriggered.

The factors that the union will evaluate to determine whether it will engagein pre-
decisional involvement.

The range of options for the union to chose from in determining whether to engagein
pre-decisional involvement.

The consequences of a union decision not to engage in pre-decisional involvement.
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Circumstances which alow the union to initiate the pre-decisonal involvement
process.

Q. #2: What are some of the basic issues that the parties must address in structuring a pre-
decisional involvement process?

The parties participating in the pre-decisiona process should jointly reach a common
understanding on such matters as the charge, size and membership of the team, therole of
team members, what matters are "off the table," time limitations, time commitment, format
of the final work product, information needed, and the decision-making process. These
general topics are more fully devel oped in the Guidance Memorandum.

Q. #3: What are some of the basic issues that the team members must address before the
team begins operation?

The team members should have a common understanding on such general matters asthe
scope of their charge, expectations, limitations, decision-making process, standards and
interests that any solution must meet, method of team operation, commitment to the task,
information and resources needed, format of final work product, confidentiality and skills
needed. These general topics also are more fully developed in the Guidance Memorandum.

Q. #4: How can the parties apply interest-based principlesto a pre-decisional team-based
process?

The Guidance sets forth one model for the use of interest-based problem solving by ateam
charged with developing solutions to workplace issuesin a pre-decisional setting. In sum,
the modd utilizes teams which are charged with brainstorming solutions and analyzing the
extent to which various options meet the interests and standards that have been identified
by a partnership council composed of the leadership of the entities that have agreed to
utilize a pre-decisional process. The model also provides for individual team membersto
present their independent interests that may not have been recognized by the partnership
council.

Q. #5: Can you practice pre-decisional involvement if you do not have a partnership
council?

Yes. Thismodd provides for union and agency leaders, plus any other entity that is
participating (such asamid or executive level manager's group) to serve as decision-
makers. These leaders normally would comprise a partnership council where one existed.

Q. #6: What istherole of the partnership council?

The partnership council decides the matters described above in question # 2. In particular,
the partnership council identifies the issue, drafts the charge, and devel ops the standards
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that any solution developed by the team must meet. Further, each entity participating in
the process identifies their interests which must be satisfied by any solution.

Q: #7: Why does the mode provide that the standards and interests are devel oped by the
partnership council ?

This modd allows the parties to ensure that their institutional interests have been identified
and will be met by any proposed solutions. Some employees and managers selected to
participate on ateam may not know or share the ingtitutional interests of their principals.
Sometimes, the principals themselves have not given the identification of their interests the
proper attention. This model ensuresthat all institutional interests are identified before the
team beginsits work and expends its resources.

Q. #8. What istherole of the team?

Asnoted in question #4, the model also provides an option for individual team membersto
present their independent interests that may not have been recognized by the partnership
council. Whether or not this occurs, the team is charged with brainstorming options to
resolve the issue in the charge and eval uating the extent to which various options meet the
interests of al of the partiesin a manner that is consstent with the previoudy established
standards.

Q. #9: Who do the team members represent?

Under this moddl, the team members represent the party that selected them for
participation on the team. The members are not "independent operators,” but represent the
often broader interests of the party they represent. All team members are charged with
developing options that best meet the previoudy identified interests of all the parties and
which are consstent with the standards devel oped by the partnership council and any team
membersif that option is selected.

Q. #10: Who makes the final decison?

In this modd, the partnership council engagesin the decision-making process. The
partnership council may modify the options presented by the team. The ultimate decision
maker may be the partnership council itsef or, if that authority has not been delegated by
the agency, by the appropriate high level agency official with responsibility for the issue.
The model aso provides for an option to delegate the final decision-making authority to
the team.

Q. #11: Doesthe model provide for subject matter experts?
Yes. Thismodd also provides for subject matter expertsto be selected by the agency, or

jointly by the agency and the union, to serve as technical experts. These subject matter
experts may be managers, unit employees who are union members, unit employees who
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are not union members or unrepresented employees. These technical experts are not
serving as union or agency representatives, but rather serve on the team as expert advisers
pursuant to the assignment of work.

Q. #12: What is the team's final work product?

Any options recommended by the team should be cons stent with the standards and the
interests articulated by the partnership council prior to the commencement of the team's
efforts. A written report could be used to analyze how each of the recommended options
meets the interests which had been expressed and the extent to which it meets those
interests. The modd also allows the team the option to prioritize options, based on the
team'’s coll ective assessment of the extent to which a solution meetsthe interestsand is
consistent with the criteria. If the team cannot reach consensus on prioritizing options, the
report details the extent to which each supported option satisfies, and does not satisfy, the
various interests represented on the team. The technical experts participate as subject
matter resources during this evaluation process, but do not participate as a principal of the
team in determining the prioritization of the options.

Q. #13: What are the options for the partnership council when presented with the team's
work product?

Unless the team has been delegated final decision-making authority, the partnership
council has the option to return the work product to the team with further instructions or
to clarify certain questions raised by the partnership council, accept or modify the options,
or create a new option to recommend to the ultimate decision-maker, if the partnership
council itself has not been granted that authority. The partnership council reportsits action
to the team, regardless of the action taken.

Q. #14. Why isn't the team under this moded always empowered to engagein afinal
decision-making process?

The team may be delegated final decision-making authority. However, even if no
delegation occurs, the team does engage in a decision-making process to the extent that
the team eval uates the various options and attempt to prioritize the options based on the
extent to which they meet all of the parties interests and are consistent with the standards.
The modd allows the team members to focus their energies on the devel opment of
solutions to the issue, rather than become entrenched in attempting to reach consensus on
onefinal decision.

Q. #15: Why does the model move the decision-making process to the partnership
council?

Our experience has shown that most team recommendations are usually modified by the
ultimate decision-maker(s) prior to acceptance. This mode enhances the use of time and
talents by utilizing the leadership to devel op the parameters of any solution (identification
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of the issue, the standards and identification of the parties interests), allowing the team
membersto use their knowledge skills and abilities and experiences to formulate proposed
solutions (brainstorming and evaluation), and providing for final decision-makers by those
leaders who are responsible for making decisions (either the steering committee or the
ultimate agency decision maker). However, there are al so alternatives presented where the
team itself can be delegated to be the final decision-maker and where the team members
may raise their individual interests that may not have been recognized by the parties.
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A GUIDE TO DESIGNING A PRE-DECISIONAL INVOLVEMENT PROCESS

GROUP STEP | ACTION

Agency Executives 1 The Agency and the Union Determineif They Will

and Union Leadership Engagein Pre-Decisonal Involvement Over a Particular
Matter.

Agency and Union 2 Representatives of the Agency and the Union Cometo a

Representatives Common Understanding on the Relationship Between the
Pre-Decisional Involvement Process and the Statutory
Duty to Bargain.

Partnership Council 3 The Agency and the Union (and any Other Entities
Involved in the Process) Come to a Common
Understanding on the Structure of Their Pre-decisional
Involvement Process.

Partnership Council 4 The Partnership Council Identifies the Interests of the
Agency and Union That Must be Satisfied by the Team's
Recommendations and the Standards With Which any
Solution Must be Consistent.

Partnership Council 5 The Partnership Council Creates the Charge of the Team
and Meets with the Team to Discuss the Charge.

Pre-Decisional 6 The Pre-Decisiona Involvement Team Meets and

Involvement Team Reaffirms a Common Understanding Among All Team
Members of their Charge and Fulfills Its Charge.

Partnership Council 7 The Partnership Council Reviews the Team's Work

Product and Takes Appropriate Action.
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Appendix D

Human Factors Activities in the Acquisition
Process
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Human Factors Tasksin the Acquisition Process
1.0 GENERAL HUMAN FACTORS TASKS

1.1 Human factorsintegration. Integrating human factors in the acquisition and system
engineering process is complex because of the scope of the human factors considerations,
the pervasiveness of human performance issues, and the difficulty in quantifying
performance parameters especially early in the process. However, if given the proper
resources and discipline, this process has proven to be successful in lowering lifecycle
costs, improving overall system performance, and reducing program technical risks. This
human factors engineering process encompasses efforts related to the design,
development, manufacturing, procurement, verification, deployment, operations, support,
and disposal of system products and processes.

The application of human engineering to hardware systems, software, and facilitiesto
effectively integrate users into the design of the system provides an opportunity to: (1)
develop or improve all human interfaces of the system (see Table 1); (2) achieve required
effectiveness of human performance during system operation, maintenance, and support;
and (3) make economical demands upon personne resources, skills, training, and costs.
The human engineering effort includes active participation in the following major
interrelated areas of system acquisition:

1.2 Planning. Human engineering program planning includes the tasks to be performed,
human engineering milestones, level of effort, methods to be used, design conceptsto be
utilized, the test and evaluation program, and implementation considerations in terms of an
integrated effort within the total project.

1.3 Anadyss Starting with amission analys's, continuing through an investment analysis,
and devel oped from a basdline scenario, the functions that must be performed by the
system in achieving its mission objectives are identified and described. These functions are
analyzed to determine the best alternatives for allocation to personnd, egquipment,
software, or combinations thereof. Allocated functions are further dissected to define the
gpecific tasks that must be performed to accomplish the functions. Each task is analyzed
to determine the human performance parameters; the system, equipment, and software
capabilities; and the environmental conditions under which the tasks are conducted. Task
parameters are quantified, where possible, and in aform permitting effectiveness studies of
the human-system interfaces in relation to the total system operation. The identification of
human engineering high-risk areasisinitiated as part of the analyss. Analyses are updated
asrequired to remain current with the design effort.

1.4 Design and development. Design and development of the system equipment,
software, procedures, work environments, and facilities associated with the system
functions requiring personnel interaction should include a human engineering effort. This

! Adapted from FAA Human Factors Job Aid and MIL-STD-46855A
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human engineering effort converts the mission, system, and task analyses datainto: (1)
detail design, (2) functions and performance criteria for seection and evaluation of
COTSINDI systems, (3) development plans to create a human-system interface that will
operate within human performance capabilities, meet system functional requirements, and
accomplish mission objectives.

1.5 Test and evaluation. Test and evaluation are conducted to verify that design of
systems, equipment, software, and facilities meets human engineering criteria, can be
operated and maintained within the intended users performance capabilities, and is
compatible with the overall system requirements and resource constraints.

1.6 Human factors management and coordination. The management and coordination of
human factors program activities is conducted to achieve efficient use of resources and to
ensure that results are effective in meeting program objectives. The human engineering
program is coordinated with reiability, availability, maintainability, system safety, risk
management, facilities engineering, integrated logistic support, and other human factors
functions including biomedical, personne, and training, and is integrated into the total
system program. Human engineering data are provided for incorporation into the logistic
support analysis data and should utilize logistics support activities source data where
possible.
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TABLE 1: HUMAN PERFORMANCE INTERFACESIN SYSTEMSACQUISITION ?

Human I nterface Class

Perfor mance Dimension

Performance Objective

Functional I nterfaces: For operations and
maintenance - role of the human vs. automation;
functions and tasks; manning levels; skills and
training

Task performance

Ability to perform tasks within time and accuracy
congtraints

Information Interfaces. Information media,
electronic or hardcopy, information characteristics,
and the information itsaf

Information handling/processing
performance

Ability to identify, obtain, integrate, understand,
interpret, apply, and disseminate information

Environmental Interfaces. Physical,
psychological, and tactical environments

Performance under environmental
stress

Ability to perform under adverse environmental
stress, including heat/cold, vibration, restrictive
clothing, variable illumination, reduced visibility,
weather, constrained time, and psychological stress

Operational Interfaces: Procedures, job aids,
embedded or organic training and on line help

Sustained performance

Ability to maintain performance over time

Organizational Interfaces: Job design,
palicies, lines of authority, management structure,
and organizational infrastructure

Job performance

Ability to perform jobs, tasks, and functions within
the management and organizational structure

Cooperational Interfaces. Communications,
interpersonal relations, and team performance

Team performance

Ability to collectively achieve mission objectives

Cognitive Interfaces: Cognitive aspects of
human-computer interfaces (HCI), situational
awareness, decison making, information
integration, and short term memory

Cognitive performance

Ability to perform cognitive operations (e.g.,
problem solving, decision making, information
integration, Situational awareness)

Physical Interfaces: Physical aspects of the
system with which the human interacts, (e.g., HCI,
controls and displays, workstations, and facilities)

Operations and maintenance
performance

Ability to perform operations and maintenance at
workstations and worksites, and in facilities using
contrals, displays, equipment, tools, etc.

2 Adapted from Carlow International Incorporated
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2.0 DETAILED HUMAN FACTORS TASKS

2.1 Human Factors Engineering Program Planning: This section defines the overarching
strategy for the planning of a human factors effort in support of acquisition programs.
The Human Factors Program establishes the approach for applying human factors
engineering to the system being acquired to increase total system performance and reduce
developmental and lifecycle costs (especially in the areas of staffing, personne, operations
and training). The Human Factors Program focuses on the human performance produced
when the system is operated and maintained in an operational environment by members of
the intended target population. The origins of the Human Factors Program occur early in
the Misson Analysis and Investment Analysis phaseS of the system acquisition process
and arerefined during each subsequent acquisition phase, as required.

Establishing a Human Factors Program for a given system acquidition requires a focus on the tasksthe
users (operators, maintainers, and support personne) will perform using the system, and the program
activitiesthat must be undertaken during the acquidtion to alow early identification and resolution of
human performanceissues. Thetasksto be performed in devel oping the Human Factors Program
include:

TASK 1. A Human Factors Coordinator (HFC) is designated to coordinate the Human Factors
Program. The HFC deveops, directs, and monitors the Human Factors Program and its activities for
the sysem acquidtion. The HFC roleisto perform, direct, or assst in:

Defining human factors impacts and condraints during investment analyss and requirements
determination

| dentifying human-system interfaces for market surveys, trade-off analyses, and prototypes

Preparing and updating human factors portions of acquisition documents, procurement packages,
performance measures and criteria, and data collection efforts

Devdoping and analyzing operationa scenarios and human-system modding (with human-in-the-
loop) for operators and maintainers

Reviewing and assessing human factors concepts and designs
Coordinating human factors efforts and working group activities
Coordinating human factorswith other disciplines

To fadlitate accomplishment of human factors tasks and activities, the HFC may establish and chair a
Human Factors Working Group (HFWG). Initial HFC duties may involve devisng the recommended
HFWG membership and operating procedures for approval. The HFC will ensure that human factors
issues are identified and addressed for the system acquisition and that the human factors Srategy is
formulated and applied. The scope of work and composition of the HFWG istailored to the needs of
the system being acquired. After the contract is awarded, the contractor’s Human Factors Engineer
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maly be appointed as deputy chair of the HFWG

TASK 2. The concept(s) for how the system will be employed and maintained drives operator and
maintainer tasks. Performance sandards for these taskswill define the staffing and training
requirements. Additional information included here addresses the human performance impacts rd ated
to:

Numbers of syssems and configurations to be purchased,
Location, physical environment, and work space,
Operational conditions and limitationsfor the system,
Operationa scenarios, training, and procedures, and
Maintenance approach and procedures.

TASK 3. TheHFC directsthe development of a profile that represents the people who will operate,
maintain, and support the sysem. Thisprofileis often called atarget population description. The
target population is composed of the users (operators, maintainers, and support personne) for whom
the sysem isdesigned. Characteristics used to describe this popul ation include numbers of people
available, skills, organizationa structure, location, training history, aptitudes, and anthropometric data
(asappropriate).

TASK 4. The human factors effort focuses on the tasks generated where the human and the system
hardware and software interface. The functionsthat the system will perform areidentified dong with
the human interfaces associated with those syslem functions. Generally, the predecessor sysemisa
good source for theseinterfaces and tasks. The predecessor system may also serve as a source of
information on those tasks that require additiona gaffing, skills, or training to perform. Theseare
commonly referred to as high-driver tasks. The Human Factors Program addresses acquiring and
applying information to system design to mitigate theimpact of these high-driver tasks on the new
sysem. Asthe system evolves, operations and maintenance tasks are stated in operational terms of
time and accuracy of task performance. Measures of effectiveness or performance are devised to verify
the sysem’soveral operationa performance.

TASK 5. Inthistask, the potential risks or enhancements to system and human performance that
pertain to the operational and maintenance tasks of the system being acquired are identified.
Congraints and limitations on human resources are addressed. Some questions that may lead to
pertinent issues are:

Will the new system require additional staffing?

Will the new system require new skillsto operate and maintain the system that do not currently
exig in thework force?

Will the system require the work force to conduct training different from that currently mandated?
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Will the target population user be able to perform to specified levels of safety and productivity?

Theidentification of issuesincludes:
A full description of theissue
The problem or risk associated with theissue
The consequence(s) of not resolving theissue
Steps to be taken to resolve the issue
Status of the corrective action(s)

TASK 6. Given the number and nature of the issues to be resolved, the HFC identifiesthe mgor
human factors objectives and what tasks and activities must be accomplished to address the issues and
to execute the Human Factors Program. The Human Factors Program tasks and activities congtitute
the essential dements of a plan for the execution of the human factors effort. Some examples of human
factors tasks and activitiesinclude:

Studies and analyses to describe and devel op the human and system performance basdines.

Schedule for coordination and integration activities (such as meetings of the HFWG and analyses
to be conducted).

Prototype devel opment efforts to define and refine the statement of the system requirements.

Activities supporting human factorsin test and evaluation.

Points during the acquisition process at which Human Factors Program progress will be assessed
and refined.

TASK 7. The approach taken to achieve the Human Factors Program objectiveswill vary with the
sze, cogt, and complexity of the syssem being acquired. Different strategies are appropriate for non-
devedopmenta items (NDI) and commercid-off-the-shelf (COTS) acquigtions as compared to full-
developmental efforts. Some systems may need more or different human factors support when focused
on requirements definition than on influencing the design during the system engineering process. To
accommodate both the number and type of skills needed to support the program during itslifecycle, an
overall drategy to acquire the necessary human factors support must be devised.

Congdderation adsoisgiven to concerns such as.

Thelevd of support to be rendered by the government versus the contractor,
The equipment, data sources, and facilities needed,
The funding and other resources required,

The schedule for human factors tasks and activities, and
The rdationship with other program deve opments and requirements.
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TASK 8. Because each system acquisition program isuniquein its pace, cost, Sze, complexity, and
human interfaces, the Human Factors Program istailored to meet program demands. Asthe sysem
progresses through the lifecycle phases of the acquistion process, changeswill occur. The Human
Factors Program must be structured and maintained to changeiteratively with the sysem. Toaid in the
management of the Human Factors Program, the HFWG may prepare a management approach
document. A recommended format and content for such adocument isshown in Table 2.

TABLEZ2 HFWG MANAGEMENT DOCUMENT CONTENT AND FORMAT

Headings

Content

Background Program Summary

Brief description of the program
Concept of operation and maintenance

Program Schedule

Overview of system acquisition schedule

Target Population

Identify the operator and maintainer
Demographics

Biographical data

Previoustraining

Aptitudes

Task-related experience
Anthropometric data

Physical qualifications
Organizational relationships

Work space requirements

Guidance

Summarize any guidance received

Constraints

State if additional staffing is required by the new system
State whether an existing job series will be used or anew one
created

Post limits on the amount of time that can be afforded for
training

Establish standards on the working conditions that will be
acceptable when the new system is fielded

Limitations imposed by maintenance policy

Requirements as aresult of union agreements
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TABL=Z2 HFWG MANAGEMENT DOCUMENT CONTENT AND FORMAT

Headings

Content

| ssues and
Enhancements

Issue Description

Describe the issue or problem background, importance, and
consequences or task to be done to support the acquisition

Objectives

Identify Human Factors Program objectives

Provide performance measures and criteriain terms of time and
accuracy to perform tasks to eval uate resol ution of issue

When human performance thresholds are known, identify tasks for
the devel oper to be done early enough in the acquisition to influence
requirements and system engineering

Identify the actions to be taken to resolve each issue

Show the current status of each issue

Actions

I dentify actions to be taken to resolve issues
Show current status of each action

Activities

Activity Description

Identify any tasks, studies, or analyses that must be performed to
resolve the issues (e.g., Human Factors Program Plan per MIL-
HDBK-46855, Functional Analysisto support equipment vs. people
allocation of functions, Task Analysisto produce a specific operator
and maintainer task list)

Activity Schedule

By acquisition phase, describe the human factors tasksin terms of
who, what, when, and how (resources)

I dentify feeds to and dependencieson ILS, training, and test and
evaluation programs

Strategy

Goalsand
Requirements

Strategy is derived from the major concerns, issues, schedule, tasks,
guidance, congtraints, objectives, and approach for the Human
Factors Program

Answer the question, "What objectives does the government wish to
achieve?'

Answer the question, "How will the government accomplish these
objectives?"

Approach

Define responsiblity for the Human Factors Program

Set out the extent of contractor support required

Define how human factors resources will be organized and managed
to support the system acquisition

References

Identify relevant references needed for a full understanding of the
Human Factors Program

Review

Review

| dentify administrative handling procedures
| dentify update schedule and procedure
I dentify review procedures

March 31, 1998

Human Factors Process Group Final Report D-9




2.2 Human Engineering Analyses. Analyses are conducted in support of various program
activities during each of the system acquisition phases. These analyses are developed from a
baseline mission scenario and include application of human engineering techniques as follows:

2.2.1 Defining and allocating system functions. The functions that must be performed by the
system in achieving its objective(s) within specified mission environments are analyzed. Human
engineering principles and criteria are applied to specify human-system performance requirements
for system operation, maintenance and control functions and to allocate system functions to: (1)
automated operation and maintenance, (2) manual operation and maintenance, or (3) some
combination thereof. Function allocation is an iterative process achieving the level of detall
appropriate for the level of system definition.

2.2.1.1 Information flow and processing analysis. Analyses are performed to determine basic
information flow and processing required to accomplish the system objective and include
decisions and operations without reference to any specific hardware, software, or facilities
implementation or level of human involvement.

2.2.1.2 Estimates of potential operator and maintainer processing capabilities. Plausible
human roles (e.g., operator, maintainer, programmer, decision-maker, communicator, monitor) in
the system areidentified. Estimates of processing capability in terms of workload, accuracy, rate,
and time delay are prepared for each potential operator and maintainer information processing
function. Comparable estimates of equipment capability also are made. These estimates are used
initially in determining allocation of functions and are later refined for use in definition of operator
and maintainer information requirements and of control, display, and communication
requirements. In addition, estimates are made of the effects on these capabilities likely to result
from implementation or non-implementation of human engineering design recommendations.

2.2.1.3 Allocation of functions. From projected operator and maintainer performance data,
estimated cost data, and known constraints, analyses and trade-off studies are conducted to
determine which system functions are machine-implemented or software-controlled and
which arereserved for the human operator or maintainer. Allocation of functions
considers the risks of making an incorrect decision for each alternative being evaluated so that
designs may be smplified or enhanced to prevent or minimize situations where human decisions
are made under conditions of uncertainty, time stress, or workload stress. The possibility of
influencing human or equipment capabilities through personne selection and training aswell as
through equipment and procedure design is considered, and the costs of such action are
considered in trade-off and cost-benefit studies.

2.2.2 Equipment selection. Human engineering principles and criteria are applied along with
other design requirements to identify and select the particular equipment to be operated,
maintained, or controlled by personnd. The sdlected design configuration reflects human
engineering inputs expressed in "best estimate” terms to satisfy the functional and technical design
requirements and to ensure that the equipment will meet the applicable human engineering
criteria.
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2.2.3 Analysis of tasks and workload. Human engineering principles and criteria are applied
to analyses of tasks and workload. These analyses are also provided as basic information for
developing preiminary manning levels, equipment procedures; skill, training, and communication
requirements,; and as logistic support analysis inputs, as applicable.

2.2.3.1 Analysisof tasks. An analysis of tasksis conducted and provide a basis for making
design conceptual decisions, e.g., determining, to the extent practicable, before hardware
fabrication, whether system performance and maintenance requirements can be met by
combinations of anticipated equipment, software, and personnd and ensuring that human
performance requirements do not exceed human capabilities. Time requirements for tasks are
evaluated with respect to task duration vs. time availability, task sequencing, and task
simultaneity. Task requirements are evaluated, as applicable, with respect to accuracy, precision,
completeness, and the effects of task feedback, error tolerance, and error recovery on
performance.

2.2.3.2 Task inventory. A task inventory is prepared to list all of the tasks that operator,
maintainer and support personnd are to perform with regard to the system hardware, equipment,
or facility under development. The task inventory includes alisting of the tasks required to
perform operator, maintainer, and support functions and a description of each task in behavioral
terms. Thetasks are organized or grouped according to logical criteria such as purpose and
function.

2.2.3.3 Task analysis. Tasksjudged to be of greater importance according to the established
criteria are subjected to atask analysis. A set of data relevant to each task (critical or other) is
collected and analyzed. For each critical task, the minimum data collected and analyzed are:

Equipment acted upon,

Conseguence of the action,

Feedback information resulting from the action,

Criterion of task accomplishment,

An estimate of probahility of error,

An estimate of the time to successful performance,

A time and error rate associated with each critical task and how it relates to the time and
error rate and performance time for the overall system

2.2.3.4 Analysis of critical tasks. A further detailed analysis of critical tasks identifies the:
Information required by operator and maintainer, including cues for task initiation;
Information available to operator and maintainer;
User evaluation process,
Decision reached after user evaluation;
Action taken;
Body movements required by action taken;
Workspace envel ope required by action taken;
Workspace available;
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Location and condition of the work environment;

Frequency and tolerances of action;

Time base;

Feedback informing operator and maintainer of the adequacy of actions taken;
Tools and equipment required;

Number of personnel required, their specialties, and experience;
Job aids, training, or references required;

Communications required, including type of communication;
Special hazardsinvolved;

Operator interaction where more than one crewvmember isinvolved;
Performance limits of personnd; and

Operational limits of hardware and software.

The analysisis performed for all affected missions and phases including degraded modes of
operation. Each critical task isanayzed to alevd sufficient to identify operator and maintainer
problem areas that can adversdly affect mission accomplishment and to eval uate proposed
corrective action.

2.2.3.5 Workload analysis. Operator (individual and crew) and maintainer (individual and
team) workload analyses are performed and compared with performance criteria. To avoid
overloading or underloading, the degree to which demands of any task or group of tasks tax the
attention, capacities, and capabilities of system personne (individually and as a coordinated crew)
and thus affect performance is evaluated. Sensory, cognitive, and physiological limitations are
consdered, as applicable. The workload analyses define operational sequences and task times.
Preliminary workload estimates correl ate mission segments with crew tasks for each task
component (e.g., visual, auditory, motor, cognitive) related to time, workload, and mental effort.
A collective workload estimate for each crewmember is defined in afashion permitting crew
workload to be related to mission segment(s).

2.2.3.6 Corrective action. Human-system interface design incompatibilities and excessive
skill or physical requirements, identified by analysis of tasks, analysis of critical tasks, or workload
analysis, are corrected by changing design or restructuring tasks to preclude degraded human
performance resulting from task or workload factors.

2.2.3.7 Timdinesand availability. Analyses of tasks are modified as required during
subsequent program developments to remain current with the design effort and the data and
results are made available to all appropriate program personndl.

2.2.4 Preiminary system and subsystem design. Human engineering principles and criteria
are applied to system and subsystem designs represented by design criteria documents,
specifications, drawings, and data. Datainclude: functional flow diagrams, system and subsystem
schematic block diagrams, interface control drawings, overall layout drawings and related
applicable drawings provided in compliance with contract data requirements. The preliminary
system and subsystem configuration and arrangement should satisfy human-system performance
regquirements and comply with applicable human factors criteria.
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2.3 Human Engineering in Detail Design. In detail design, the human engineering inputs, madein
complying with the analysis guidelines, as well as other appropriate human engineering inputs, are
converted into detail engineering design features. Design of the equipment should satisfy
human-system performance requirements and meet the applicable human engineering criteria.
Human engineering considerations for testing the system or equipment include such factors as
verifying proper operation, defining need for maintenance, and allocating adequate space for test
personnd to perform their tasks. Human engineering provisions in the equipment are evaluated

for adequacy during design reviews. Personnd assigned human engineering responsbilities by the
contractor should participate in design reviews and engineering change proposal reviews of
equipment involving the human-system interface.

Representative human engineering activitiesin acquisition and systems engineering processes
include participation in:

Preparing operationally realistic mission profiles and mission scenarios

Preparing functional flow block diagrams for the system

Performing functional analyses of each flow block and defining operational and support
equipment and facilities requirements

Preparing system and subsystem schematic block diagrams

Studying detailed functions, environment and technical design requirementsto all ocate tasks
to personne, equipment, software, or some combination thereof

Preparing operation and maintenance timeline analyses to determine system reaction time
Preparing and analyzing operations and mai ntenance workload and task data to influence
equipment and procedure design and to determine equipment quantities, quantitative and
gualitative personnel requirements, and system downtime for scheduled and unscheduled
mai ntenance

Identifying training implications

Conducting trade studies

Participating in preparation of specifications for the system

Participating in design reviews, demonstrations, and test/evaluation activities

Influencing design of software and hardware user interfaces and applicabl e processes and
procedures

2.3.1 Experiments, tests, and studies. The government and contractor conduct experiments,
tests (including dynamic simulation), and studies required to resolve human engineering problems
gpecific to the system. Experiments, tests, and studies are performed with actual usersin the
actual or realistic asmulation of the user environment in order to validate design goals and system
performance. These experiments, tests, and studies are accomplished in atimely manner so that
their results may be incorporated in equipment design and, if necessary, used to reviseinitial
function allocations. Any significant human engineering deficiency, deemed to be resolvable only
by major experiment, test, or study effort, should include the estimated effect on the system if the
problem is not resolved. To ensure that experiments, tests, and studies do not duplicate current
or previoudy conducted efforts that may be germane to resolving human engineering problems,
the applicability and utility of the existing human engineering and other relevant databases (e.g.,
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generd literature, research reports, study reports) are determined before initiating major efforts.

2.3.1.1 Prototypes and computer models. Asrequired, three-dimensional computer models,
rapid prototyping, and computer-aided design/computer-aided manufacturing (CAD/CAM)
techniques are used to devel op design of equipment where human performance will be a
determinant of operational performance and maintenance effectiveness. Computer models are
able to provide a suitable range of body sizes, clothing, and postures for evaluation of proposed
designs and design changes in terms of compatibility with fit and access; finger, hand, arm, and
other access and reach; visual field; and strength. Computer models should not be used for
compliance testing of human performance and human engineering design. When used for
predictive purposes, such models should produce accurate and empirically repeatable, valid
outputs. Computer models, rapid prototyping, and CAD/CAM are to be accessible and should, as
applicable, be available during design reviews.

2.3.1.2 Three-dimensional mockups. At the earliest practical point in the devel opment
program and well before fabrication of system prototypes, full-scale three-dimensional mockups
of equipment involving critical human performance are constructed. The mockups are
constructed sufficiently early to ensure that results of human engineering evaluations can influence
design. The mockups are no more elaborate or expensive than is essential to represent those
aspects of the human-system interface to be evaluated. These mockups provide a basis for
resolving operational and maintenance access, workspace, and related human engineering
problems, and incorporating solutions into system design.

2.3.1.3 Scalemodds. Scale models may be used to supplement three-dimensional computer
models, rapid prototype, CAD/CAM, or mockup techniques.

2.3.1.4 Dynamic smulation. Engineering smulators (full-scale physical models which
simulate functions) may be used when static, three-dimensional mockups are inadequate for
assessing human performancein the design of complex systems. These dynamic mockups may be
used to: (1) evaluate operator procedures and equipment-operator interfaces, and identify any
potentially unsafe procedures and unacceptable workload demands; (2) evaluate the
non-mechanical aspects of a design, such as control dynamics, communications, information,
electronic displays, and display formats, and (3) emul ate the user-system performance to derive
estimates of performance for alternate design configurations and cost- effectiveness evaluations of
variable staffing, personnd characteristics, and training parameters. While the smulation
equipment isintended for use as a design toal, its design should consider the opportunity to
transition technology to subsequent training simulators.

2.3.2 Engineering drawings. Human engineering principles and criteria are reflected by the
engineering drawings and CAD representations to ensure that the final product can be effectively,
efficiently, reliably, and safely used and maintained. The following drawings areincluded: system
layout, pand layout, control, communication system, individual equipment design, and other
drawings depicting equi pment important to system operation and maintenance by human
operators. Design, reflected by such drawings, should comply with applicable human engineering
criteria. Personnd assigned human engineering responsbility should review al layouts and
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drawings having potential impact on human performance or interface and should identify for
corrective action those designs which may induce human error or be unsafe.

2.3.3 Work environment, crew stations, and facilities design. Human engineering principles
and criteriaare applied to detail design of work environments, crew stations, and facilities to be
used by system personnel. Drawings, specifications, and other documentation of work
environments, crew stations, and facilities should reflect incorporation of human engineering
guidelines and compliance with applicable human engineering criteria. Design of work
environments, crew stations, and facilities that affect human performance, under normal, unusual,
and emergency conditions should consider at least the following (where applicable):

Wesather and climate aspects;

Acoustic noise

Adequate space for personnel, their movement, tools, job aids, and equipment;
Adequate physical, visual, and auditory interface between personnd and their equipment
including eye positionsin relation to display surfaces, controls, and external visual aress,
Safe and efficient walkways, stairways, platforms, and inclines;

Effects of clothing and any personal equipment;

Equipment handling provisions,

Safe and error-proof equipment installations;

Protection from thermal, mechanical, dectrical, e ectromagnetic and other hazards;
Optimum illumination commensurate with anticipated visual tasks,

Safety protective controls and equipment; and

Adequate space, clearance, and layout for normal access, ingress, and egress.

2.3.4 Human engineering in performance and design specifications. The provisions of
performance, design, and procurement specifications, prepared by the government or contractor,
should invoke applicable human engineering human engineering criteria.

2.3.5 Procedure development. Based upon the human performance functions and tasks
identified by human engineering analyses, the government and contractor should apply human
engineering principles and criteria to the development of procedures for operating, maintaining, or
otherwise using the system equipment. This effort is accomplished to ensure that the human
functions and tasks identified through human engineering analysis are organized and sequenced
for efficiency, safety, and reliability to provide inputs to the logistic support analysis where
required, and to assure that the results of this effort are reflected in the devel opment of
operational, training, and technical publications.

2.3.6 Software development. The contractor applies human engineering principlesto
software design in those systems where software determines part of the human interface. Software
that affects controls and displays are evaluated for itsimpact on the human-system performance.
Automated system functions requiring human monitoring or intervention are considered as part of
the human-system interface. Multifunction controls and displays that vary in function depending
on system software also are considered to be part of the human-system interface.
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2.3.7 Manuals. Human engineering is applied to the development of maintenance and
training manuals (electronic or hard-copy) to ensure thoroughness, technical accuracy, suitable
format of information presentation, appropriate reading level, technical sophistication required,
and dlarity, including quality of illustrations.

2.4 Human Engineering in Test and Evaluation. The government and contractor establish and
conduct atest and evaluation program to: (1) demonstrate conformance of system, equipment,
and facility design to applicable human engineering design criteria and guiddines; (2) confirm
compliance with system performance requirements where personnd performance is a system
performance determinant; (3) secure quantitative measures of system performance which are a
function of the human interaction with equipment; and (4) determine whether undesirable design
or procedural features have been introduced. Maximum use is to be made of the data collected
from experiments, tests, and studies. The fact that these functions may occur at various stages in
system, subsystem, or equipment devel opment should not preclude final human engineering
verification of the complete system. Both operator and maintenance tasks are performed as
described in approved test plans during the final system test.

24.1 Test Planning. Human engineering testing is incorporated into the system test and
evaluation program and isintegrated into engineering design and development tests, contractor
demonstrations, operational tests, acceptance tests, and other development tests. Compliance
with human performance requirements is tested as early as possble. Human engineering findings
from design reviews, prototype reviews, mockup inspections, demonstrations ,and other early
engineering tests are used in planning and conducting later tests. Human engineering test
planning is directed toward verifying that the system can be operated, maintained, supported, and
controlled by user personnd in its intended operational environment. Human engineering test
planning should also consider data needed or to be provided by operational test and evaluation.
Test planning should include methods of testing (e.g., use of checklists, data sheets, test
participant descriptors, questionnaires, operating procedures, and test procedures), schedules,
guantitative measures, test criteria, and reporting processes.

2.4.2 Test Implementation. The human engineering test and evaluation plan isimplemented
to include the following:

Performance of mission or work, or a smulation thereof if actual performanceisnot possible;
Critical tasks;

A representative sample of non-critical, scheduled and unscheduled maintenance tasks that do
not duplicate the tasks selected for the maintainability demonstration;

Proposed job aids, new equipment training programs, training equipment, and special support
equipment;

Use of personnel who are representative of the range of the intended user populationsin terms
of kills, sze, and experience,

Coallection of task performance data in actual operational environments, or in Smulated
environments if such collection is not possiblein the actua operating environment;

| dentification of discrepancies between required and obtained task performance; and
Criteriafor acceptable performance of the test.

March 31, 1998 Human Factors Process Group Final Report D-16



2.4.3 Failureand error analysis. All failures occurring during test and evaluation are
subjected to a human engineering review to differentiate between failures: (1) of equipment alone;
(2) resulting from human-system incongruities and lack of error tolerance; and (3) due to human
error. Human errors occurring in the performance of critical tasks during test and evaluation are
analyzed to determine the reason for their occurrence. The government or contractor should
identify those design characteristics or procedures that may contribute substantially to human
error and should propose corrective action.

2.4.4 In-Service Management and Service Life Extension Follow-up Activities. Changes
affecting human performance during the production, deployment, operations and support of a
system can, like product improvement actions, involve concept definition, validation, or
engineering development human engineering tasks. Therefore, the human engineering should be
an integral part of activities during later phases of the program.

2.5 Human Engineering Program Management and Coordination. Human factorsisa
multidisciplinary effort to generate, compile, and apply information about human capabilities and
limitations. Human factors professionals assist in applying human factors information related to
human resources management, training, safety, medical, and human engineering. Management
and coordination of the human factors program is necessary to ensure that:

system requirements are achieved by appropriate use of the human component;

through proper design of equipment, software, facilities, and environment, the personnel and
system can meet system performance goals,

design features will not constitute a hazard to personnd;

trade-off points between automated vs. manual operation have been chosen for peak system

efficiency within appropriate cost limits;

human engineering applications are technically adequate;

the equipment is designed to facilitate required maintenance;

procedures for operating and maintaining equipment are efficient, reliable, and safe;

potential error-inducing equipment design features are minimized; and

the layout of the facilities and the arrangement of equipment affords efficient communication
and use.
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2.5.1 The human factors process can be summarized by four management actions listed below.
These four human factors functions are integrated within the acquisition process as shown in
Table 3.

Manage the human factors program
Egtablish human factors requirements
Conduct human factors system integration
Conduct human factors test and evaluation

2.5.2 Technical Reviews. Human engineering should also participate in the mgjor technical
reviews, as applicable to the acquisition phases. Human engineering should also participate in
subsystem reviews, including, where applicable, software specification, test readiness, and
functional reviews (e.g., support, training, systems engineering, test, and manufacturing). Major
technical reviews include:

Alternative system reviews,
System requirements reviews,
System functional reviews,
Preliminary design reviews,
Critical design reviews, and
System verification reviews.

2.5.3 DataAvailability. All data, such as plans, analyses, design review results, drawings,
checklists, design and test notes, and other supporting background documents reflecting human
engineering actions and decision rationale, are maintained and made avail able as appropriate to
assist in the monitor, control, or coordination of the program.

2.5.4 Data Traceability. Documentation should provide traceability from initially identifying
human performance requirements during planning, analyss, and system engineering, through
implementing such requirements during design and devel opment, to verifying that these
requirements have been met during test and evaluation of approved equipment, software,
facilities, and procedures.

2.5.5 Risk management. Risk management procedures are planned and implemented for the
entire lifecycle of the syssem. Human performance and human engineering design criteriaissues
that involve potential technical, cost, or schedule risks areidentified, analyzed, and prioritized as
early as possible to establish provisons for eliminating or reducing the associated risks to
acceptable levels. Such provisions are implemented and monitored during the human engineering
program. Risk management should:

| dentify potential cost schedule, design, and performance risks that result from design aspects
of human system integration;
Quantify such risks and their impacts on cost, schedule, and performance;
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Evaluate and define sengitivity of risksinterrelated with human engineering design;

| dentify alternative solutions to moderate and high risk human engineering problems and
definethear risks;

Take actions to avoid, minimize, control, or accept each human engineering risk; and
Ensure that human performance and design risk is an eement of the specification
requirements.
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TABLE3: HUMAN FACTORSIN THE FAA LIFECYCLE ACQUISITION MANAGEMENT PROCESS
(COTS, NDI & Developmental Programs)

PHASE MISSION IN-SERVICE MANAGEMENT
ANALYSIS INVESTMENT ANALYSIS SOLUTION IMPLEMENTATION (INCLUDING SERVICE LIFE
ACTION
EXTENSION)
MANAGE THE . Identify Human Performance - Designate Human Factors - Refinethe Human Factors Program | - Refine the Human Factors Program
FIISAR FACTOIRES Deficiencies Coordinator - Prepare the Human Factors Portion - Revise the Human Factors Portion
PROGRAM - Identify Opportunities to Improve - Establish Human Factors Working of the IPP of IPP
Human Performance Group
- Initiate Human Factors Goals and - Develop the Human Factors
Objectives Program
- Draft Human Factors
Considerations for Input to the IPP
ESTABLISH - Establish Human Factors - Revise Human Factors - Update Human Factors

HUMAN FACTORS
REQUIREMENTS

- Identify Human Factors and Human

Resource Constraints

Requirementsin Acquisition
Documents

- Formulate Draft Human Factors
Requirements for a System
Specification

- Generate Initial Human Factors
Requirements for a SOW

Requirements in the System
Specification

- Refine Human Factors

Requirements in the SOW

- Specify Human Factors

Requirements for Source Selection

Requirements for System
Modifications and Upgrades

CONDUCT HUMAN
FACTORSSYSTEM
INTEGRATION

- Identify Potential Human Factors

Analyses and Trade-offs

- Provide Human Factors Inputs to
Acquisition Documents

- Initiate Human Factors Tasks and
Activities

- Coordinate Human Factors Tasks
and Activitieswith ILS

- Revise Human Factors Inputs to

Acquisition Documents

- Continue Human Factors Tasks and

Activities

- Coordinate Results of Human

Factorsand ILS Analyses

- Monitor Results of Human Factors

and ILS Activities

CONDUCT HUMAN
FACTORSTEST AND
EVALUATION

- Draft/Revise Human Factors Inputs
for T&E Plans

- Conduct Front-end Analysis

- Revise Human Factors Inputs to

T&E Plans

- Participate in Developmental and

Operational Testing

- Monitor Human Factors Test and

Evaluation Activities

- Conduct Post-Deployment

Assessments
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